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ABSTRACT

STREI{GTHS-BASED LEADERSHIP AI{D ITS EFFECT OIII INTRII\SIC

MOTIVATION AI{D EMPLOYEE PERFORMA]\CE WITHTN A CORPORATE
SETTII\G
KIMBERLY A. JATKO
May 3,2012
Thesis

Leadership Application Proj ect

_X_

Non-Thesis (ML597) Project

This paper examines the relationship between Strengths-Based Leadership and the way
that style of leadership affects intrinsic motivation and, in turn, performance within a corporate

setting. I center my research utilizing several works done by one of the principal researchers of
intrinsic motivation, Edward Deci, and the Father of Strengths Psychology, Donald Clifton.

Also, included is supporting literature authored by a variety of scholars. Through a concentrated
and thorough analysis of this existing work concerning each topic, a conclusion

will

be reached

regarding the relationship these ideas have with one another as well as their effect on
performance when understood as interdependent facets within an organization; this
interdependent notion

will

be referred to as IN-MOST (Hybrid of intrinsic, motivate, and

strength). Finally, suggestions for implementation and action regarding IN-MOST will be
outlined.

Keywords: intrinsic motivation, Strengths-Based Leadership
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STRENGTHS-BASED LEADERSHIP AS IT RELATES TO THE EFFECT OF

INTRINSIC MOTTVATION ON EMPLOYEE PERFORMANCE WITHIN A
CORPORATE SETTING
Introduction
"Engaged employees are a company's most productive and efficient workers" (Fleming,
2007, p" 160). This concept sounds simple enough, but creating a work environment that
cultivates engaged employees is a complex and daunting challenge, yet, quite intuitive once it is
broken down into bite-sized pieces. It is common notion that money is the driver of business;
therefore, employers attempt to use money as a tool to control and gain desired results from

employees. If the possibility of a performance bonus is dangled in front of an employee's nose
and this persuades them to do

a

job they

are not excited about, true engagement is not achieved.

The job may get done, but this type of persuasion does no favors in terms of employee morale.

According to Clifton, Anderson, & Schriener (2001), "Having only one reason for achieving (for
example, to make more money or to please someone else) usually results in lesser achievement"

(p. 1a9). Clearly, money is not the answer for suffering performance levels in the workplace.
The severity of this problem is outlined well by Rath & Clifton (200a), who state, "There are
more than 22 million workers

-

in the United States alone

- who are extremely negative or

'actively disengaged.' This rampant negativity is not only disheartening, it's expensive: It costs
the U.S. economy between $250 and $300

billion every year in lost productivity alone" (p. 33).

These staggering figures represent an immediate call for change

within organizations.

Leaders must shift their thinking; rather than viewing money as the driver of business,

they need to view their employees as the driver of business. Further, leaders must view
employees as living, breathing, beings who possess heart and soul. After 50 years, Prentice's

8

of

(196L12004) idea

still remains true today: "Human beings are not machines with

push buttons" (p"

l0a). Instead of bating employees with extrinsic rewards, it seems it would

a single set

be

more beneficial to recognize their deep-seated needs through a genuine understanding of what
makes up their character. lnstead of using money as a device to climb from point

A to point B,

why not use employees' strengths and talents as rungs to reach to the top of the ladder? It seems
that would be effective, because according to Forster (2005), "In the workplace, strengths-based
development appeared to have a direct impact on employee engagement" (p. 6). On that note,
developing engaged employees requires having employees who are intrinsically motivated. The
term "intrinsically motivated" begs the question: how does a leader intrinsically motivate his or
her employees? Understanding intrinsic motivation as a single entity is not enough information

in order to make a difference as a leader. Leaders need a solid platform from which they can
utilize their knowledge of intrinsic motivation and put it into action. This is why knowledge of
Strengths-Based Leadership as it influences intrinsic motivation and, in turn, performance is
essential.

According to Rath and Conchie (2008), "lnstead of honing our natural strengths, we
strive to fill in what nature left out" (p. 93); reading these poignant words truly moves me,
simply because l, as well as countless others, spend my days, months, or perhaps years, chasing
after that elusive rainbow that signifies gifts or talents that

will often sit idle just beyond my

reach. Attempting to force the development of gifts or skills that are not destined is something
that good leaders must be aware of and is a concept that the Strengths-Based Leadership theory
strives to discourage. Instead of focusing on the attributes that may be "lacking," StrengthsBased Leadership focuses on the nafural talents that an individual possesses and how to further

refine those talents in order to develop a successful leader. Countless books and articles exist

9

that describe Strengths-Based Leadership or illustrate the function of intrinsic motivation in
terms of leadership; however, what is void is work that directly addresses both concepts as they
relate interdependently with one another.

I will not be bold enough to claim this work constitutes a new leadership theory;
however, I will attempt to construct meaning around the co-dependent nature of intrinsic
motivation and Strengths-Based Leadership. I aim to create a leadership analysis of a hybrid
leadership approach I

will refer to as IN-MOST Leadership, derived from "Intrinsic",

"Motivational", and "Strength". I would argue that in most leaders, the potential exists to
appreciate the benefits of using the Strengths-Based Leadership model in order to heighten

intrinsic motivation among their followers; leaders simply must become aware of this partnership

of concepts. The power behind this knowledge can change individuals, and in furn,
organizations. IN-MOST leadership is the application of positive psychology within the
workplace using the knowledge of motivation and concepts within Strengths-Based leadership
vessels from which the positive psychology can

flow; the concept of IN-MOST leadership

as

is

measurable, adaptable, and geared towards achieving optimal results in terms of employee
morale as well as performance. Because IN-MOST is developed around the understanding and
meaning of various concepts, the approach will be dissected by examining the following
components: Strengths-Based Leadership, intrinsic motivation, extrinsic motivation, and
performance,
The Strengths-Based Leadership model was developed by Dr. Donald Clifton which

(contrary to popular belief) stresses that leaders are not perfectly well-rounded individuals. It
may seem counterintuitive, but the most powerful leaders typically are great in only a couple
areas, yet are intelligent enough to surround themselves

with those who compliment their

of
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strengths and weaknesses. For purposes of this research , Strengths-Based Leadersftrp will be
defined as a theory that assumes that maintaining focus on the development of strengths, rather
than struggling to overcome weaknesses,

will develop followers,

leaders, and organizations to

the fulIest. According to Rath and Conchie (2008), "Of all the leaders we have studied, we have
yet to find one who has world-class strength in all of these areas. . . those who strive to be
competent in all areas become the least effective leaders overall" (p. 7). These leaders achieve
greatness through a deep understanding of themselves as well as possessing insight about the

strengths and weaknesses of their followers. An understanding of the strengths possessed by
oneself and others through Strength's Based Leadership has the potential to intensify one's

intrinsic motivation, which is the second component under evaluation.
Watson (2009) stresses that leaders have the ability to bring a greater sense ofjob
satisfaction to their employees if they are able to have an effect on the intrinsic and extrinsic
elements related to

job satisfaction. Extrinsic motivation is relatively transparent; simply think

in terms of "P's": power, profit, prestige, promotion. For the purposes of this research , extrinsic
motivatiorz will be defined as factors external to a person that have the power to influence or

control his or her behavior. Intrinsic motivation, on the other hand, remains an elusive notion to
all too many leaders. It is a feeling that comes from within, it is difficult to measure, impossible
to see, but when it is present it is blindingly obvious. Intrinsic motivation will then be defined

as

"behavior done for its own sake rather than for some kind of reward or payoff'(Deci & Flaste,
1995,

p.21). Deci

and Flaste (1995) remind us that contrary to popular belief, the most effective

motivation stems from within a person, rather than outside a person; all of the work that they
have done "indicates that self-motivation, rather than external motivation is at the heart

creativity, responsibility, healthy behavior, and lasting change" (p. 9).

of
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Some scholars may argue that

it is naive to believe that a workplace utopia comprised of

intrinsically motivated beings exists and that strengths-based development simply does not work.
For example, White (2009) argues that "a behavior characteristic of all great leaders is the ability

to learn, grown, and adapt

- to overcome weaknesses and develop new strengths

world" (p" l). His basic claim is that

to fit a changing

a strengths-based approach is too short-sighted and is a

quick fix solution looking to take advantage of an ailing economy. White (2009) also says that
"continuous learning and dealing with the unknown is critical to leadership development (p. 2).
Kaiser and Kaplan (2997) claim that there is a threat that too much use of strengths can be a
danger to an organization. Despite the strength-based naysayer's claims, for every viewpoint

that doubts strengths-based development, there is equal research drawn from the vast collection

of positive psychology that suggests their skepticism may be unfounded.
Kyriacou (2010) points out that the development and implementation of incentive
programs can be a financial burden which is why it might be appealing and of benefit for
employers to look elsewhere to boost performance; elsewhere, meaning lighting the fire that is

intrinsic motivation. When using intrinsic motivation to entice employees to achieve superior
performance, the reward is of no monetary cost because the payoff comes from within the

individual. Programs that appeal to extrinsic motivation offer costly incentives such
or commissions. It has been suggested that
a

if a manager or organization

as bonuses

has the ability to lead in

way that intrinsically motivates his or her employees, this will have greater long-term effects

on the organtzation, fiscally as well as on the morale and retention of the employees. Rath &

Clifton (2004) elaborate on the retention piece when they state that, "According to the U.S.
Department of Labor, the number-one reason people leave their jobs is because they don't feel
appreciated" (p. 30). Feeling appreciated is an experience that resonates from within; thus, being
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influenced by intrinsic motivation. Some suggest that besides the obvious financial stress, there
may even be a risk of damaging employee morale when implementing extrinsic motivational

tools; it is possible that when extrinsic rewards are offered, employees will do the bare minimum
in order to attain the reward. Conversely, when employees are intrinsically motivated, they want
to do more because the drive to perform comes from within; therefore, employees naturally value

doing good work and they strive to do a quality

job. When

the employee regularly performs at a

superior level, that pattern may result in less of a need to fix problems or issues at a later time,

higher customer satisfaction, and fewer hours worked overall, among many other positive
byproducts.

Finally, when thinking about motivation, an essential point to keep in mind is that no two
employees are alike; therefore, the notion of intrinsic motivation is multi-dimensional. Of
course, each person differs in the way that he or she is motivated, so a leader is left to conquer
the task of intrinsically motivating employees who are diverse. Because the existing research

concerning intrinsic motivation does not thoroughly address the issues surrounding facilitating,
managing and promoting intrinsic motivation, this is where the concepts of Strengths-Based
Leadership are able to

fill in the gap. More to the point, understanding

the concept

of

individualization within Strengths-Based Leadership is essential because according to Rath and
Clifton (2004), "what we recognize in others helps them shape their identity and their future
accomplishments" (p. 104). The union of these ideas should result in an increase in positive
performance when executed properly. Those who practice Strengths-Based Leadership viewed

through the lens of intrinsic motivation will have marked effects on perforrnance, which is the

final component to be examined.

r3
o'Most

managers are not in tune with the inner work lives of their people; nor do they

appreciate how pervasive the effects of inner work life can be on performance" (Amabile &

Kramer, 2007, p. 76), This is a significant problem. If a manager does not understand the way
that his or her employees' perforrnance can be influenced, it will be a challenge for the manager

to improve employee perforrnance or understand why performance may be suffering. For
purposes of this research, performance

will

be defined as the quality and quantity of work

yielded from an employee that is not limited to, but results in qualitative as well as quantitative
outcomes such as profitability, productivity, positive emotions, and greater intrinsic motivation.

Contrary to popular thought, perforrnance does not have a direct correlation to intelligence or
experience. This is where positive psychology comes into play. According to Amabile and
Kramer (2007), "Every worker's performance is affected by the constant interplay

of

perceptions, emotions and motivations triggered by workday events, including managerial

action" (p. 75). Amabile and Kramer (2007) created a visual that shows the relationships of
perceptions, emotions and motivation. They claim that workday events lead to work

performance. While the brain processes workday events, emotions, perceptions, and motivation
are all affected and associated with one another. This continual cycle of perceptions, emotions
and motivation eventually translates into work performance. Figure 1 is the way Amabile and

Kramer (2007) portray what occurs when a person processes work events.
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Figure 1. Inner Work Life System
Once it becomes clear how and why IN-MOST affects performance, it will be more difficult to
refute the credibility or practicality of positive psychology.
The purpose of this study is to dissect the role that Strengths-Based Leadership plays in
heightening intrinsic motivation and as a result, performance. Through an extensive literature

review of works completed on motivation, Strengths-Based Leadership, and performance, it is
my intent to reveal the inextricable link between and the interdependent nafure of the concepts.
Understanding intrinsic motivation
Leadership, and vice versa. I

will

increase the understanding of Strengths-Based

will show the way that Strengths-Based Leadership

can increase

intrinsic motivation; this, in turn, will have a positive effect on perfonnance. Following the

15

literature review, I

will articulate the implications this collection of knowledge

leaders in the workplace. I

will

has for today's

suggest ways leaders can utilize information surrounding all

three of these concepts in order to develop a plan that

around them reach their fullest potential. This plan

will help themselves as well

will aid in retaining satisfied

creating an optimal work environment, and as a result,

as those

employees,

will improve performance. The content

derived from two existing concepts (Strengths-Based Leadership and Intrinsic Motivation) and
the way the coupling of these ideas can boost performance builds my following philosophy

of

IN-MOST.

Literature Review
lntroduction
The following is a review, description and critique of empirical research studies as well
as numerous articles and books related to

intrinsic motivation in the workplace and Strengths-

Based Leadership, which were published between 1961 and 2010, separated into three

concepfual categories: Motivation, Strengths-Based Leadership, and Perfoffnance. This review

will examine organizational

needs for people-centered solutions to boost performance, The

literafure suggests that putting forth the effort to gain an understanding of others as a means to

intrinsically motivate employees is not a new idea, although many leaders today still insist that
money is the most central driver of performance. Still, advocates for the more personal approach

to leadership make their voices heard within an increasing number of books and articles that
articulate the importance of achieving a deeper understanding of what drives people's hearts and

minds. Due to often misplaced values in the workplace,

a vast amount of research documents the

alarmingly low level of engagement in corporate America. Low levels of engagement and the
call for a more people-centered approach to leadership points to the need for a change in

r6
philosophy concerning how to maximize people's potential; this change in regard to motivating

intrinsically may come to fruition through an awareness of and implementation of StrengthsBased Leadership.

This review of literature is intended to clarify the direction of thought, bring to light areas

of concem in terms of leadership, and fuels the final section of the paper which will provide
inspiration and meaning behind the ideas. Examining works on Motivation, Strengths-Based
Leadership, and Performance will provide the reader with a deeper understanding of the central
concepts and shed light on the role leaders play in affecting these realms in the workplace.

Finally, the literature review will serve as the roots for the final section of the paper throughout
which I will detail possible actions, implementation and the promise of results as it pertains to

II{-MOST.

Motivation
When attempting to understand motivation, as a whole, the theories within self-

determination, intrinsic motivation, and extrinsic motivation will help to bring deeper meaning to
the concept of motivation" Self-determination relates to one's control over their actions and

decisions. Encouraging self-determination can aid in boosting self-esteem, and as a result,

motivation. Works related to intrinsic and extrinsic motivation help to explain how and why one
might become motivated or possess a lack of motivation, and what role a leader or manager
plays in this realm.

Self-Determination and Leadership
Fostering self-determination plays a large role when motivating; therefore, understanding

self-determination is valuable when attempting to understand the relationship motivation has

with Strengths-Based Leadership. From a managerial perspective, although each employee

is
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intrinsically motivated in a slightly different way, one essential method of support is nurturing
self-determination.

Deci, Connell and Ryan (1989) define self-determination ashaving control and choice in
regard to one's own actions. Self-determination is related to motivation because fostering self-

determination fuels an employee's self-esteem, personal worth and desire to do well. Regardless
of where a person's motivation stems from, if a manager provides adequate opporfunities for
independent decision making and free thought, there is a greater chance that employees will be

intrinsically motivated because they will naturally have a greater sense of autonomy. Pink
(2009) states that using extrinsic motivators may "require people to forfeit some of their
autonomy" (p. 36). Prentice (196112004) describes the importance of making room for
autonomy when he says, "The effective leader

will

be aware of the need to balance dependence

with independence, constraint with autonomy" (p. 107). In essence, putting too much constraint
on an employee may squelch their intrinsic motivation, and thus, limit their performance

potential; good leaders realize this and take this into consideration on a day-to-day basis. For
example, a good leader may regularly ask for input or feedback about the organization, allow

time for employees to brainstorm, encourage employees to work on independent projects, or

allow employees to create their own daily schedule, rather than having

a

rigid time frame during

which certain activities must occur.
Deci, et al. ( 1989) studied self-determination by examining the correlation between
managers' interpersonal orientations in relation to the subordinates' self-reported perceptions
about the organization. I{ot surprisingly, they found that workers who had managers who
champion self-determination were more likely to have a positive outlook, and workers who had
managers who did not support self-determination had negative feelings toward the corporation.

1B

The data also indicate that, with proper training, managers can be more effective at supporting

self-determination. The most important concept derived from this study is the fact that there is

a

link between self-determination and positive feelings. Positive feelings help to stimulate
intrinsic motivation; therefore, it is only natural that those who have positive feelings as a result
of the motivation that is created through self-determination will be more beneficial to the health
of an organization.
Watson (2009) published an empirical research study that analyzed the relationship
between leadership behaviors and a variety of motivational factors, such as pay, benefits,

involvement in decisions, respect from coworkers and supervisors, etc., that influence job
satisfaction. She conducted this research because she believed that the medical community
underestimated the role that manager influence has on job satisfaction, which in turn, causes
issues when attempting to maintain a plentiful and content workforce. The results indicate that

there is a relation between supervisors' leadership behaviors and intrinsic motivation within the
employees that results in job satisfaction. This is a key point to keep in mind when thinking
about employee retention or conversely, employee furnover. Although there is no one right way

to lead a group of employees due to the individuality of each person or group, this study
indicates that there are certain characteristics, or behaviors, that a leader should possess in order
to make a positive impact on his or her team of employees such as providing opportunity for
choice, keeping an open mind to allow for others making decisions, and remaining an active and
knowledgeable participant in subordinates' work routine. These characteristics are possessed by
someone who nurtures self-determination. The study had strong indications that there are Iinks

between self-determination and intrinsic motivators. Watson's study (2009) indicates that it is

vital for the leader to involve staff in decision making in regard to their work and how it is done.

t9
Watson (2009) claims that "When staff are allowed autonomy to make these decisions, they have
a sense of ownership

in the work and increased commitment to the organization" (p. 303). In

addition, it is important to keep in mind that when leading with Strengths-Based Leadership and
supporting self-determination, the leader must be significantly involved in order to become
successful; Watson's research (2009) indicates that laissez-faire or passive leadership styles

actually have a negative effect on the employees' general contentment with those who serve in
leadership positions (p. 304). In sum, this study is relevant because it highlighted the importance

of providing ample opporfunity for employee decision-making, which, in turn, fosters selfdetermination, and the relationship between manager and employee.
Pelletier and Vallerand (1996) conducted a lab study that analyzed the relationship
between what a manager believed to be true about their subordinates' motivation and how those

beliefs affect the subordinates' motivation. They carried out their research by giving participants
the task of either acting as the supervisor or subordinate. The supervisor was told that the
subordinate was extrinsically motivated or intrinsically motivated. After the supervisor and
subordinate interacted, they completed a questionnaire regarding the process. The researchers
hypothesized that the supervisors' preconceived notions regarding their subordinate would affect
the supervisors' actions and method of leadership. The supervisors' actions would then cause
the subordinate to

fall into the mold of which the supervisor believed they belonged.

The results indicate that there is a relation between supervisors' leadership behaviors and
the intrinsic motivation of the employees. Supervisors who were told they were working with an

intrinsically motivated subordinate were seen

as more

supportive of autonomy and less

controlling when compared to the supervisors who were told they were working with
extrinsically motivated subordinates. This study is indicative of how influential the mere power
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of suggestion can be. When leading and motivating subordinates, one must keep an open mind
and trust that he or she is able to make conclusions based

off of their own interactions and

experiences, rather than looking towards others for the answers. The main point derived from

this study is that, rather than relying on external information, managers should get to know their
employees, understand their strengths and weaknesses, and then support them accordingly,

allowing enough autonomy for the employee to flourish. It is too easy for a leader to squelch the
motivation of his or her employees by making inaccurate assumptions and not building

a

personal relationship; the manager's attitude and strategy does have an effect on motivation and
self-determination.

Tremblay, Blanchard, Taylor, Pelletier, and Villeneuve (2009) sfudied extrinsic and
intrinsic work motivation as it relates to self-determination, in various work environments. They
evaluated 465 Canadian military workers and 192 cllhans using the Work Extrinsic and

Intrinsic Motivation Scale (WEIMS) which consisted of l8 areas which gauge work motivation.
The questions related to organizational support, work climate, organtzational commitment, job
satisfaction, work strain, and rurnover intentions. Their main goal was to explore how to best
sfudy, measure and analyze motivation in the workplace using WEIMS. Among other things, the
researchers found that as motivation increases, employees are more committed to their work and

loyal to their organization; improved performance is a natural by-product of increased
commitment and loyalty. Knowing this, the challenge remains regardin g how to increase
motivation. Again, this is where Strengths-Based Leadership comes into play.
The level of self-determination one possesses can probably be linked to certain personal

values. Clifton and Schriener (2001) argue that "Environments that reflect our values are more

likely to enable us to capitalize on our talents" (p. 239). These thoughts indicate that when
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personal values are reflected within an organrzation, there will be a greater level of intrinsic

motivation. A manager can foster an environment that reflects these values (and in turn support
and utilize true talent) only when he or she has a true understanding of his or her employees.

Once again, Strengths-Based Leadership may be the missing link to make this happen.
Baard, Deci, and Ryan (2004) conducted a study which tested a self-determination theory
based model within two organizations. It examined whether the employees' autonomy and their

managers' support of their autonomy resulted in the employees' intrinsic needs being fulfilled
and as a result was positively reflected on their performance evaluations. The researchers

predicted that when employees are given greater autonomy, it is more likely that they see their
managers as supportive, Because they perceive their managers as supportive while reaping the

benefits of having control of their work environment, their sense of worth and value is fueled and
as a result they experience greater

intrinsic motivation.

The results indicate that intrinsic needs are related to work performance and that the
higher the need satisfaction in an employee, the higher the managers would rate their

performance. These results point to the notion that the presence of intrinsic motivation creates
enhanced performance. Interestingly, intrinsic need satisfaction was not shown to be related to

gender. Both job perforrnance and psychological adjustment are affected by whether or not

employees'intrinsic needs are being fulfiIled, which is influenced by managers' leadership styles
and whether or not the manager is autonomy-supportive.

Once again, this study calls attention to the important role that leaders play in creating a
supportive and positive work environment and how that engenders more motivated workers;
using Strengths-Based Leadership may be a tool to help motivate employees.
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After examining the most pertinent literature available on the subject of SelfDetermination and Motivation, it is evident that nurturing self-determination and intrinsic
motivation, does have a positive effect within the workplace. The research confirms Pink's
insight that, "Human beings have an innate inner drive to be autonomous, self-determined and
connected to one another. And when that drive is liberated, people achieve more and live richer

lives" (p. 73). The research provides insight into how and why understanding motivation is
crucial for organizations as well the need for an effective strategy (e.g., Strengths-Based
Leadership) to utilize this knowledge. One can conclude that there is a relationship between an

employee's level of performance and the level of intrinsic motivation, however, that has not
acfually been measured. It is of benefit to corporations to foster, retain, and maintain highly
motivated individuals; therefore, one can also conclude that there is a need for leaders to
understand the psychology behind intrinsic motivation, so as to cultiv ate a desirable workforce
and make the most out of each employee. Continued research is needed in order to more aptly
understand the connections among perforrnance, intrinsic motivation and leadership, because

there is no available research that examines the relationship among those three specific ideas in
one study. There is also nothing available that measures actual performance in relation to the

amount of intrinsic motivation.

Intrinsic Motivation
Intrinsic motivation has been discussed in relation to self-determination, but will now be
further dissected for a complete understanding of what the term means. The concept of intrinsic
motivation is not new. Herzberg (1968/1987) claims, "People are motivated...by interesting
work, challenges, and increasing responsibility. These intrinsic factors answer people's deepseated need

for growth and achievement" (p. 87). It is no coincidence that money is not on this
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list because all ideas at the heart of intrinsic motivation relate to the heart of the individual.
When fwo people in the United States meet, a common question exchanged is "What do you do

for a living?" Surprisingly, this introductory question is not the norm in all countries, but it is in
the United States because many Americans find their identity and develop self-worth as a result

of their work. This cultural phenomenon is possibly the reason that it is so vital for Americans to

find meaning in their work. Because having a sense of meaning within the workplace is so
important, it is the leaders' duty to find a way to guide and support their employees' search for
that meaning.
Once a manager figures out how to effectively reach each individual, the
done because, as Herzberg ( 196812003) states, "The very nature of motivators.
a much longer term effect on employees' attitudes" (p.

96). If

..

difficult task is
is that they have

an extrinsic motivator is offered,

the managers might find themselves revisiting the issue of unmotivated employees more often

than they would like. The shine of extrinsic motivation eventually dulls, and the employee is left

only with a vacant feeling stemming from lack of purpose or meaning.
Stimulating intrinsic motivation and, in furn, bettering an organization is made possible
by the investment of time. Prentice ( 196 | 12004) claims:
Effective leaders take a personal interest in the long-term development of their
employees, and they use tact and other social skills to encourage employees to achieve

their best. It isn't about being 'nice' or 'understanding'

- it's about tapping into

individual motivations in the interest of furthering an organization wide goal." (p. 102)
Significantly enough, Prentice does not once cite money as the tool for betterment within an
organtzation.
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Fleming and Asplund (2007) agree that it is not necessarily about the number of digits on
the paycheck, but instead, an employees' "local work environment either energizes and nourishes

them and fosters their learning and growth or starves them and frustrates their development" (p.

160). In other words, nourishment converted into energy is typically the result of someone's
soul being fed through intrinsic motivation; people are naturally energized when intrinsically

motivated. [f one is being denied that which intrinsically motivates them, their soul, will in
essence, starve and

will lack the inspiration

necessary for continued development and

performance.

Dewett (2007) sought to link intrinsic motivation to risk taking and employee creativity.
The term risk takingmay seem to have a negative connotation, however, in Dewett's sfudy, risk

taking is a positive trait for an employee to have because it indicates that the employee's level of
creativity may be higher and that they are more apt to freely try new ideas and test new concepts.
In StrengthsFinder 2.0, Rath (2007) agrees and describes the way that a leader can encourage
healthy risk-taking, which in and of itself, is motivating: "When others become discouraged or
are reluctant to take risks, engage them in possibility

thinking. Your attitude will provide the

motivation to keep them moving" (p. 205). "Attitude" is imperative when inspiring motivation
in others and that attribute will be discussed during the later discussion regarding leading using
the Strengths-Based Leadership theory. Finally, Pink (2009) echoes the thoughts of Dewett and
Rath and stresses that "Intrinsic motivation.. . is essential for high levels of creativity" p. 4G.

Dewett's (2007) research indicates that intrinsic motivation is a key ingredient when it
comes to bolstering creativity in the workplace and that managers must be careful as to the way

they lead their employees so as not to deflate their employees' intrinsic motivation. Further, the
study shows that intrinsic motivation can lead to a willingness to take risks. Amabile and

25

Kramer (2007) reinforce this notion when they point out that, "people are more creative when
they are motivated primarily by the interest, enjoyment, satisfaction, and challenge of the work

itself

- not by external pressures or rewards" (p. 80).
These are key ideas for leaders to keep in mind because, without risk-taking, there would

be little to no change as well as a suppressed level of

creativity. Leaders must fuel that intrinsic

motivation in order to facilitate employee risk taking and in turn, stimulate new ideas. One
interesting finding, although it is inconclusive, is that gender was related to the employee's

willingness to take risks, with males more likely to take risks and, therefore, demonstrating more

creativity. One explanation for this finding may be that the number of females in the group was
small in comparison to the number of males. There is the possibility that this disproportion
could cause the interactions and behaviors of the women in the group to be altered, guarded or
reserved. If proved valid, this finding may call attention to leaders that they must devote more
effort or find more ways that they can foster intrinsic motivation within their female employees.
Also, those with higher educational achievement were shown to be higher on the creative scale
as

well. These findings

as whether years

open doors to numerous other possibilities that might be explored, such

of experience in the field and/or age has any relevance in indicating the level of

motivation.
Lanfranchi, Narcy, and Larguem (2010) investigated the difference between employees
in for profit and non-profit organizations in relation to intrinsic motivation. After analyzing the
results, the researchers found that nonprofit and for-profit employees are different in many
respects including work effort, wages, and reciprocal

loyaliy. Nonprofit workers

had a higher

level of intrinsic motivation, evidenced by the number of hours they were willing to work during
the work week for a relatively low amount of

pay. For-profit workers valued jobs where they
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would have to give more effort in exchange for job stability, which was not the case for nonprofit
employees, probably because they are not as drawn to extrinsic motivation. The implications

of

these findings in regard to motivational leadership remind managers that work setting and/or

environment does have an effect on the appropriateness or most beneficial leadership style when
attempting to ignite motivation among workers.

After examining various studies regarding the role of intrinsic motivation in an
organtzation, it is clear that a higher level of intrinsic motivation is beneficial to companies and
the employees. Means to nurture, support, and maintain that intrinsic motivation

will

be

explored through a dissection of Strengths-Based Leadership and the relationship it has on

motivation.

Extrinsic Motivation
It is inarguable that the promise of a raise, bonus, special trip, or

a corner

office with

a

view all sound very appealing; however, is the value of extrinsic motivation overestimated?
Many believe it is. According to Morse (2003), "Research conducted by Stanford associate
professor Chip Heath suggests that managers are not as good at judging employee motivation as
they think they ate" (p.

l8).

Morse says this is because there is an extrinsic incentive bias that

exists, which is "our tendency to assume that others are more driven than we are by external
rewards for work" (p. 18). Further, "managers generally over estimated how important their
employees felt pay and other extrinsic incentives to be and underestimated the value they placed

in intrinsic rewards" (p. 18) If managers continue to operate under this assumption, their
employees' intrinsic needs

will inevitably suffer.

Instead of making blanket assumptions,

attempts at a genuine understanding of the person behind the employee identification number are
what will help conquer this debilitating misconception.
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Morse (2003) also cited results from General Social Survey:
US adults ranked importance of pay,, security, free time, chances for advancement,

opportunity to do "important work [that] gives a t-eeling of accomplishment." On
average, respondents ranked important work highest, and pay third. But when asked what

motivates other people, three-quarters said they thought that large difference in pay were
needed to get people to work hard. (p. 18)

It is clear that the majority is motivated by intrinsic motivation; yet,, for some reason, the
majority believes they are part of the minority by holding this viewpoint. Knowing this, it is

only logical that most managers fall into the trap of believing that offering extrinsic rewards is
the only way to achieve desired results. Potentially, there are many hidden dangers when

extrinsic motivators are used. Morse (2003) explains that, "By stressing extrinsic motivators,

while over-looking intrinsic ones

- well-meaning

managers may be pushing the wrong levers

and developing incentives that don't reflect employee needs" (p. 1B). Again, the promise of a

bonus is desirable to almost all; however, a corporation cannot bank success solely, or even

largely, on their extrinsic incentive programs. Morse (2003) affirms this notion and says,

"Money alone won't have the desired effect if managers overlook their employees' desires to
contribute to their organizations in meaningful ways" (p. 18). Pink (2009) outlines a few of the
other hidden dangers of extrinsic motivators and says that many people

will take short cuts that

could be detrimental to a company if the extrinsic motivator is the focal point or sole purpose for

performing. Pink (2009) also suggests that extrinsic motivators have the same effect on people
that drugs do: as people are given rewards, "the recipient requires ever larger and more frequent
doses" (p. 53). Finally, Pink (2009) explains that when a reward is offered, people

will often
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assume that the job needed to be done to secure that reward is undesirable (p.

that

if it were a desirable job, no reward would

54). They believe

be necessary.

As stated above, there is a small percentage of the workforce who might claim that they
would not enjoy an added monetary bonus, however, the fact that people would like an extra
bonus does not point to the fact that they will truly be more productive or happy on the job
because of the bonus. According to Kohn (1993), many people not onlybelieve that money

should not be the only answer, but they believe that it is not an answer at
plans rarely work"
and states,

"At

(p.48). In fact, Kohn (1993) acknowledges

oll

and that "incentive

a company's extrinsic motivators

best, their incentive plans didn't do too much damage"

(p.48). Kohn (1993) also

brings up a matter of longevity in regard to external motivators and claims that "Pay-forperformance programs are typically tossed out a few years after they are begun" (p. 48). As
much research indicates, extrinsic motivators may work temporarily; however, the allure of the

pretty-penny evenrually wears off and companies are back to the drawing board. Kohn (1993)
argues that

"No controlled study

has ever found long-term improvement

in the quality of

performance as a result of extrinsic rewards" (p. 48).

Pink's (2009) beliefs are in alignment with with Kohn's notion and he states, "Rewards
can deliver a short-term boost

- just

hours. But the effect wears off

as a jolt

of caffeine can keep you cranking for a few more

- and, worse, can reduce a person's long-term motivation

to

continue the project" (p. 8). Finally, Kohn (1993) not only believes that incentive plans might

fail, but also believes that "Incentive plans must fail, because they are based on a patently
inadequate theory of motivation"

(p.aB) Again,

these incentive plans are centered around the

assumption that people are motivated primarily by extemal drivers, when, in acfuality, people are

motivated by their inner-drive. The bottom line is that the happiness or satisfaction that is

29

derived from extrinsic motivators is fleeting, while intrinsic motivators endure the test of time

if

supported appropri atel y.
Perhaps Kohn's (1993) further reasoning offers an explanation as to why incentive plans

continuously fail, regardless of the corporation or group of people: "Offering good things to
people on the condition that they do what you tell them is, almost by definition, a way of trying

to exert control" (p. aB). Humans, by nafure, do not like to be controlled. Make no mistake,
humans like having direction and purpose; therefore, it is important to note that managers must
sometimes walk a fine line between directing and controlling, supporting and micro-managing.

A person's self-worth is partially based on the fact that they are capable of making their own
decisions, and if this self-worth is taken away by means of control through incentive programs, it
is logical that the effectiveness of these programs will decline after some time. This notion

of

gaining self-worth through decision making ties in with the earlier conversation regarding selfdetermination and motivation.

Many argue that money is not a motivator, simply because money does not bring
enjoyment when on the job. Taking this concept to the extreme, I could be paid a one-million

dollar salary to clean the inside of Jiffy-Johns full-time, and although I might complete the job
day after duy, not even the sheer dollar amount would cause me to enjoy the dirty work

of

cleaning up other people's pungent messes.

Although there is much evidence that money is not a lasting, effective motivator, it can
be argued that money does have the power to motivate to a certain extent. Pink, in general, does

not believe extrinsic motivators are effective, however, he does state that there are certain
instances when extrinsic motivators may be appropriate. Pink (2009) states, "For routine tasks,

which aren't very interesting and don't demand much creative thinking, rewards can provide

a
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small motivational booster shot without the harmful side effects" (p. 62). Pink adds that, while
external rewards can be offered, the recipient should not know they are going to receive the
reward and should only receive the reward after they have completed the relevant job or project
(p. 66).
Prentice (196112004) states, "Crude forms of leadership rely solely on single sources

of

satisfaction...the task is adhered to because following orders will lead to a paycheck, and
deviation will lead to unemployment...no one can doubt that such forms of motivation are
effective within limits" (p. 10a). Put simply, motivating with money is easy, but the motivation
does not stick; the old adage "no good things come easy" is an appropriate saying in this context.

Good leaders think in terms beyond the limits of extrinsic motivation. Perhaps through
Strengths-Based Leadership they may find a way to persuade their employees to work not only

for the paycheck, but also for the satisfaction work can bring.
Many people might attempt to claim that money is a great motivator because people need

it to survive and it is essential for their well-being; however, Kohn (1993) hints at an important
distinction: there is a difference between compensation in general and pay-for-performance. One
should examine the value of incentive programs under the assumption that the employees already
receive fair and adequate compensation. Kohn ( 1993) makes another interesting claim that less
money can de-motivate; however, that doesn't stand to reason that the promise of more money

will motivate (p.a9). Herzberg (1968/1987) distinguishes satisfiers from dissatisfiers, saying,
"The factors involved in producing job satisfaction (and motivation) are separate and distinct

from the factors that lead to job dissatisfaction" (p. 1 12). [n other words, someone might be
dissatisfied because of the amount of pay they receive, but they might still enjoy their job.
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Conversely, if they do not eryoy their job,, more money is not going to be the solution that

will

truly motivate someone to improve his or her job perforrnance.
Further, extrinsic motivators are not only unreliable, but also have the potential to

significantly damage employee morale. Kohn claims, "The more salient the extrinsic motivator,
the more intrinsic motivation evaporates" (p.

49). When extrinsic motivation is weighed upon

too heavily by companies, this imbalance chips away at intrinsic motivation and is often referred

to as lhe crowding out effecf, a term borrowed from the field of economics.
Fleming and Asplund (2007) acknowledge the possibility of a joint partnership between
extrinsic and intrinsic motivators and reco gniae that "Any incentive or reward strucfure must
ensure that only desired outcomes are recognized and rewarded, and that financial incentives do

not crowd out other motivations by occurring too frequently" (p. 272). Thus, it is possible to
offer extrinsic rewards, provided they are balanced well with the promotion of intrinsic
motrvators.

Kyriacou (2010) also offers a middle-of-the-road viewpoint regarding the use of
incentives and intrinsic motivation. He attempts to show that the use of incentives by those who
keep in mind the importance of intrinsic motivation can be a financially responsible move.

Kyriacou discusses why people are not free-riders by nature and why offering extrinsic
incentives can result in the crowding out effect, as mentioned previously. More specifically, the

crowding out effect occurs when extrinsic incentives overshadow or discount the presence of
intrinsic motivation linked to a specific act, thereby making that act not as desirable to some

people. The extrinsic reward, in essence, crowds out any pure and good feeling that may have
resulted in completing a certain task because with extrinsic rewards comes an element of control.
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Kyriacou (2010) also describes the way that the size of a group has an effect on the type

of selective incentives to incorporate, because in a small group setting intrinsic motivation may
be crowded out more easily (this is because the larger the group, the less impact an individual's

contribution has on the group's output). Ultimately, Kyriacou stresses that it is important to
create incentives that keep in mind the presence of intrinsic motivation, so as not to crowd out

that intrinsic motivation and all the while creating a cost-savings effect. Typically, when
organtzations analyze ways to cut costs, those involved do not associate cost-savings with

motivation, but there are many "behind-the-scenes" elements that can affect expenditures,
motivation being one of those elements.

Kyriacou's article provides valuable insight into intrinsic motivation and how to
incorporate it with extrinsic incentives. It helps to remind one that while intrinsic motivation is
essential, extrinsic motivation need not be eliminated from the picture completely. Extrinsic and

intrinsic motivation may sometimes work in a cyclical pattern. Extrinsic motivators may just be
the tangible evidence one needs to have in order to feel needed and appreciated, thus further

fueling his or her sense of intrinsic motivation. [t is essential to create a healthy balance between
the fwo, so as to raise the perforrnance levels, keep morale high, and all the while bring costsavings to the organization. It is important for a leader to be aware of what drives the hearts

of

his or her employees, so as to create appropriate, positive, and selective incentives that are

relative to their level of intrinsic motivation.
What can be concluded by these works is that, according to Prentice (196112004)
"Human beings respond not only to the traditional carrot and stick used by the driver of a donkey
but also to ambition, patriotism, love of the good and the beautiful, foredoom, self-doubt, and
many more dimensions and patterns of thought and feeling that make them men" (p. 10a). This

JJ

seems simple enough, but

while many of these motivational drivers are universal, each

individual is comprised of a unique combination of elements that inspire, which is why an
understanding of Strengths-Based Leadership is necessary to utilize the knowledge gained about

motivation.
Stren gths-Based Leadership

Prentice (196112004) makes the observation that, "When the leader succeeds, it will be
because he has learned two basic lessons: Men are complex, and men are different" (p. 10a).

A

successful leader has the potential to reach an understanding of those lessons using StrengthsBased Leadership, but first, a general comprehension of the philosophy is needed to serve as the

foundation for more complex ideas regarding implementation.
The Birth
According to Forster (2005), "strengths-based development involves the identification of
talents, integration into individuals' views of themselves, and resulting changes in behavior" (p.

6). This conceptwas inits infancyjust

50 years ogo, when Cliftonbeganexploring strengths

of

leaders. Clifton along with his Gallup associates gathered knowledge and base their conclusions

off of more than 20,000 interviews that were held with people in leadership roles (Forster,2005,
p. 12). Since Clifton's initial research, many scholars have joined in the exploration and
development of Strengths-Based Leadership, making further contributions to the theory

of

thought. The concept they all agree on is that "What great leaders have in common is that each
truly knows his or her strengths" (Rath & Conchie, 2008, p. 13). Besides knowing his or her
own strengths, a leader is aware and becomes somewhat of an expert on the strengths of their
followers, and more importantly, knows how to best incorporate those strengths in order to
benefit the company as well as the employee. Being familiar with one's strengths is not just

a
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small fragment of being an effective leader,, it is an attribute that will make or break your success
as a leader. Rath and Conchie (2008) explain that,

almost impossible for you to lead effectively" (p.

"Without an awareness of your strengths, it's

l0).

Surprisingly, many of today's "leaders"

do not understand their greatest strengths and how to use them; as a result, businesses suffer, not
to mention those whom they [ead. Rath and Conchie (2008) explain, 'oMany political and
business leaders have self-concepts that are miles away from

reality. They simply don't know

their own strengths and weaknesses" (p. 11). In order for one to develop or identify strengths,
they first must have a basic understanding of what a strength is.

What is a strength?
According to Buckingham and Clifton (2001), a strength is an activity you can
consistently excel at "and you must also derive some intrinsic satisfaction from the activity" (p.

26). A strength is a result of talent and talent is something that is simply innate or comes from

within. A strength is parallel to the notion of intrinsic motivation in the sense that both come
from within and are something one is born with. Clifton, Anderson and Schreiner (2001)
elaborate and say, "Your talents empower you...they are'automatic.'Almost like breathing, so
they repeatedly help you achieve" (p.
are born

2). A person

is born with the ability to breathe, just as they

with gifts or talents. Everyone has the potential to further develop or refine their

breathing, by maintaining a healthy lifestyle and exercising, which will make their breathing
more efficient. Similarly, every leader has the potential to further develop or refine the talents
they were born with, as well the talents of others, but the talents must be put into practice.

Clifton et al. (2001) make another interesting comparison and say that, "Talents are like muscles.

If you

use them, they

will help you achieve" (p. 97). If a person's talents are left untouched,

can assume that, although the talent

one

still exists, the ability to use the talent will stay dormant or
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even lessen, just as an unused muscle would atrophy over

time. [n order for one to use their

talents, they must be able to identify their strengths. Clifton et al. (2001) state, "Each person has
a unique and

profound set and combination of talents that are developed and used to different

degrees. This combination of talents makes each person like no other"

fu.a). This individuality

is what makes it a challenge for leaders to decode and in turn translate that information into

effective action.
Csikszentmihalyi's (2012) research relating to strengths is complementary to those of the
Gallup researchers. He has invested years into researching positive psychology, now primarily
through the Quality of Life Research Center (QLRC) which is "a non-profit research instirute
that studies 'positive psychology'; that is, human strengths such as optimism, creativity, intrinsic

motivation, and responsibility" (Claremont Graduate University,2012). Through
Csikszentmihalyi's (1997) studies, he has developed the concept of flow which is "an almost
effortless yet highly focused state of consciousness" (p.

9). Recognizingwhen

of flow may help him or her understand where their greatest strengths
elements of

flow

one is in a state

lie. Below

as outlined by Csikszentmihalyi (1997):

.

There are clear goals every step of the way

r

There is immediate feedback to one's actions

.

There is a balance between challenges and skills

.

Action and awareness are merged

.

Distractions are excluded from consciousness

.

There is no worry of failure

o

Self-Consciousness disappears

o

The sense of time becomes distorted

are the key
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.

The activity becomes an end in itself (make the activity worth doing for its

own sake

If the elements above

-

find meaning in everything).

are present and nurtured

within the workplace, it is safe to assume

will discover,

use, and fine tune their strengths to their

there is a greater chance that employees

greatest potential, regardless of their profession. Csikszentmihalyi (1997) reminds us that

"Being an engineer or a carpenter is not in itself enjoyable, but if one does these things a certain
woy, then they become intrinsically rewarding" (p. 8). According to a study conducted by
Abuhamdeh and Csikszentmihalyi (2009), intrinsic motivation is affected by both challenge and
enjoyment, which are elements needed to enter into the state of

flow. It is up to the leaders

as

well as employees to determine what puts them into the state of flow, and, in furn, they use their
greatest strengths.
One common misconception that hinders strength development is that all too often people

believe that they need to be experts at everything, in order to be an effective leader or employee.

Too many people invest precious time and energy in an attempt to develop talents that simply do
not exist. Just as a square peg cannot be forced into a round hole, for every person there will be
a strength that he or she cannot force upon their true character. Fleming and Asplund (2007)

explain the phenomenon behind people striving to be what they are not: "Our 'acfual selves' fall
short of this desired definition, and the discrepancy befween who we really are and who we'd

like to be is psychologically uncomfortable. Because of this discomfort, people are motivated to
close the gap and reduce the discrepancy" (p. 125). Although people may be "motivated to close
the gap" their efforts

will

be relatively fruitless, because they are focusing on developing the

wrong strengths. According to Buckingham and Clifton (2001) "You do not have to have
strength in every aspect of your role in order to excel. . .you will excel only by maximizing your

1-r
)t

strengths, never by fixing your weaknesses"

(p.26).

Leaders need to stop comparing themselves

to those around them, striving to be what or who they are not. Instead they must start comparing

their own strengths and weaknesses and in turn, determine which are the strongest; leaders also
need to encourage those who they lead to do the same. In terms of motivation, leaders need to
cease

viewing their entire group of employees as a single unit and start seeing the individuals

that comprise that group; thus, putting into action the theory behind individualization.

Individualization is a key term within the Strengths-Based Leadership realm. It is Rath and

Clifton's (200a) idea that "what we recognize in others helps them

shape their identity and their

fufure accomplishments" (p. 104).

A person's energy is best invested into further developing their strengths, rather than
fighting a losing battle with weaknesses. Rath and Conchie (2008) explain that while teams need
to be well-rounded in terms of strengths, individuals do not and cannot (p. 23). Knowing this,
leadership suddenly becomes a balancin g act of strengths.

Impact of Strengths-Development and Use
Leaders must capitalize on a broad spectrum of strengths in order to make the most out

of

their workforce. Keeping in mind the information about the nature of strengths, it is clear that a
leader's duty is two-fold: to recognize the strengths of individuals, as well as to recognize the
manner in which the strengths within individuals function interdependently within a group.

Fleming and Asplund (2007) state, "A strengths-based approach, on the other hand, starts by
taking a look at the unique talents of each member of the team and then figuring out how best to
use those talents to maximize the group's

- and the individual's - performance" (p. 256). The

underuse of strengths runs a risk of cultivating a work culture that consists of low levels

of
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motivation and, as a result, decreased perforrnance. Conversely, focusing on strengths is

a

means to organically produce a positive work environment. According to Forster (2005):

When the focus of your attention is directed to your own strengths or the strengths of
another person, you are almost sure to be positive in your approach. Focusing on
strengths requires that you pay attention to the person's most positive attributes. For this
reason, awareness of positive qualities and a good vocabulary for identifying strengths
are crucial

for seeing yourself and others in positive ways. (p. 5)

Keeping Forster's thoughts in mind, happiness is a byproduct that is nafurally produced

within in

a

positive work environment, and increased happiness is yet another impact strengths-

development can have on an organization. According to Csikszentmihalyi and Hunter (2003)

"feeling good about the self, excited, proud, sociable, active

as

well

as being

in the conditions for

flow experience are the strongest predictors of trait happiness (p, 185). Further, when discussing
talent or strengths Csikszentmihalyi and Hunter's (2003) research indicates that, "Only those

who learned to enjoy practicing their talent were able to continue developing it...those who
become bored or stressed when working on their talent sooner or later gave up, while those who

experienced flow in their work continued to perfect their talent" (p. 197). If a leader is able to

cultivate a positive work environment through promoting and encouraging strengthsdevelopment in a manner that puts employees into the state of flow, it is possible that the overall
happiness and well-being of employees

will

increase.

Besides cultivating a positive, happier environment,, which is essential for employee

morale, leaders should focus on strengths as a means to enhance perforrnance. Rath and Conchie

(2008) claim, "The vast majority of people do not have 'the opporfunity to do what they do best
every day'in theircurrent job" (p. 12). If this is true, imagine the results if everyone found

a
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career in which their talents and strengths were recognized and, as a result, used to their fullest.

Forster (2005) says that, "Focusing on strengths enables a person to develop her self-identity in a
certain direction) a more positive direction. When focusing on activities during which she is
using her strengths, a person is more vitally engaged with what she is doing" (p. 7). Rath and
Conchie (2008) agree, stating,
strengths, it

"If you are able to help the people you lead focus on their

will dramatically boost engagement levels throughout your organization" (p.

14).

One can assume that when a person is more engaged, they in furn perform at a higher level, as

well. Fleming

and Asplund (2007) reinforce this notion by noting that,

approach not only improves team engagement and cohesion;

"A strengths-based

it also generates better results" (p.

2s7).
The beauty of Strengths-Based Leadership is that it is not a forced or manufactured

strategy. It is not a strategy that is dictated by concrete steps or a set path in order to achieve
better performance. Once a leader is able to effectively use the strengths of his or her followers,
performance improvement will become a natural progression because according to Clifton et al.

(2001), "As you achieve through your greatest talents, you will likely aspire to higher goals" (p.

1l).
Strengths development is also essential because

it

has a positive impact on motivation,

which is shown to improve perforrnance. According to Clifton et aI. (2001) "Adopting
strengths perspective to your

a

life and fully embracing it has a radical impact on your motivation"

(p. 15). It seems infuitive that when a manager champions his or her employees' strengths, the
employee then utilizes his or her talents to the fullest; increased motivation, which comes from

within, is a nafural by-product when one is using gifts or talents that also come from within.
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Further, strengths development is crucial because it is not a one-size fits all leadership

approach. It is unique because it is a leadership approach that caters to the individual being led,
as

well as catering to the leader. According to Buckingham and Clifton (2001) the most

effective managers and leaders are those who see the differences among their employees and
who view their employees as individuals; they all agree that the best way to motivate people
"depends on the person"

(p 77) With

strengths-based leadership, leaders and their employees

devise ways to achieve organizational goals using the unique strengths of the individual.

Similarly, each leader will reach his or her goals in their own way, depending on their specific

skill set. Rath and Conchie (2008) articulate this concept by exptaining, "While two leaders may
have identical expectations, the way they reach their goals is always dependent on the unique
arrangement of their strengths" (p. 26).
Rath and Conchie (2008) assert that the followers' four basic needs are trust, compassion,

stability, and hope, which brings me to the next example of why strengths development is

significant. With strengths development, those basic needs are organically supported because of
the understanding involved and the relationship that is

built.

Rath and Conchie (2008) also

believe that "For a team to create sustained growth, the leader must continue to invest in each
person's strengths and in building better relationships among the group members" (p. 76). When

solid relationships are built, trust inevitably follows. Regardless of the type of relationship
(personal or professional), trust is essential. According to Rath and Conchie (2008), the numbers
do not lie when it comes to the importance of trust: "The chances of employees being engaged at

work when they do not trust the comp any' s leaders
and efficiency in the workplace" (p.

83). tf

are

just I in

done right, trust

will

12. . .

Trust also increases speed

be built upon when following

the ideas within Strength-Based Leadership. Further, if the human side (trust, compassion,
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stability, and hope) is not recognized and nurfured there is great risk, not only to individuals, but
also to the

company. Prentice (196112004) describes this risk to employees'weIl-being and

states, "When their complex responses to love, prestige, independence, achievement, and group

membership are unrecognized on the job, they perform at best as automatala self-operating
machine] who bring far less than their maximum efficiency to the task" (p. 104).

Another key point is that strengths development fuels one's direction or purpose, which is
essential when in a leadership

role. Clifton et al. (2001) state "One of the most motivating

aspects of a strengths quest is the increased sense of direction that comes as you gain a greater

understanding of who you are" (p. 15). Great leaders know where they are going and they know

their purpose; it is through this deep awareness they are able to convey that sense of vision and
mission to their followers.

Many leaders may be lured by the temptation of focusing only on financial success and
development. This leads them to concentrate solely on the raw numbers rather than on their
employee development, and as a result they invest little thought into the route they take to reach
that financial success. The dangers of concentrating too much on wealth further highlights the
great impact that focusing on strengths development can have on an organization. According to
a sfudy completed by Kasser and Ryan (1993)

"High ratings of the importance of financial

success were related to lower global functioning, lower social

productivity, and more behavior

problems" (p. 419). Further, Kasser and Ryan (1993) state, "Individuals aspiring far wealth may
be more

likely to focus on contingent, external goals and fleeting, superficial satisfactions

unrelated to inherent needs" (p. 420). Fulfilling human needs forms the foundation of any good

relationship, whether the relationship is personal or professional. If these needs are neglected
and overshadowed by other priorities,

it makes it difficult to build and sustain any long-term

4?

growth. Kasser and Ryan (1993) explain, "When goals for financial

success exceeded those

for

affiliation, self-acceptance, and community feeling, worse psychological adjustment was found"
(p. a2 I ).

This priority imbalance relates to Lepper, Greene, & Nisbett's (1973) findings regarding
the overjustification hypothesis which states that a person's intrinsic interest in an activity

"may

be decreased by inducing him to engage in an activity as an explicit means to some extrinsic

goal" (p. 129). Lepper et al. (1973) found that those who knew they would receive a reward for
completing a task displayed less intrinsic interest in the task than others who received no reward
or received a reward after the fact. In addition to these findings, Lepper et al. (1973) noted that
the quality of work completed by the group who expected a reward was lower than the quality

of

work in the groups that did not expect a reward (p. 135). Knowing the dangers of focusing
primarily on financial success and the raw numbers serves as a fitting segue leading to the final
impact that strengths-development can have on an organization.
Strengths development engenders a feeling of family within an organization. According

to Rath and Conchie, (2008) "Most leaders are hesitant to show genuine compassion for the
people they lead" (p. 85). For some reason, it seems that many leaders equate compassion to
weakness, but that assumption is a misconception. Prentice (196112004) elaborates and says,

"In

the office we lay aside our everyday intuitive skills in human relations and put on the mask of en

employer or an executive" (p. 108). Such vital attributes are hiding beneath that mask, unused
and completely suffocated, Compassion and care are just two attributes that are hidden away,
and those aspects can be a leader's biggest strength, especially

if

expressed through the

framework of strengths development. When you get to know a person's strengths, and in turn,
their weaknesses, your relationship becomes more intimate and that mask is slowly removed,
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allowing space to exhale and relax. Further, a feeling of family or community is created because
through the leader's implementation of strengths development, an individual is able to see how
he or she contributes to the group as a whole. ln families, everyone holds their own place, they

know their role, and they know they belong. Prentice (196112004) says that, "A leader's job is to
provide that recognition of roles and functions within the group that will permit each member to
satisfy and fuIfilI some major motive or interest" (p. 109). Through understanding

ability to designate and relegate. According to Prentice

( 196 112004)

will come the

"[A successful leader's]

unique achievement is a human and social one which stems from his understanding of his fellow

workers and the relationship of their individual goals to the group goal that he must carry out."

(p. 10a). Creating a "family style" work environment through strengths development evokes

a

feeling of community, oneness, belonging, and shared purpose. As a result, the successful
implementation of strengths development will become evident within an organization's and
employee' s perforrnance.

Performance

Introduction
There are various means to evaluate the perforrnance of a company or employee, whether

it is by analyzing the straight dollars and cents produced, having managers or employees
complete questionnaires, or by having rigid goals set that must be attained. To understand
performance as a whole, the following aspects should be examined: performance as it is

commonly viewed in the United States and people's perceptions of their work, various measures
of performance, performance evaluation models, factors that influence performance, as well
the factors that leaders can directly influence. Once those ideas are elaborated on, it will be

as

44
easier to understand the role that perfbnnance and measures of performance should play within a
s

trengths -b

as

ed or ganizati on.

Engagement and Performance in the United States: A Call for Change and Action
Rath and Clifton (2004) suggest that the American culrure operates around focusing on
the negative rather than the positive and state, "Most of us have grown up in a cuhure in which

it's much easier to tell people what they did wrong instead of praising them when they succeed"

b.aT. Because it is engrained in our culture, the focus on negativity

spills over into all walks

of life, the workplace not being an exception. "In the United States, only 13% of workers say
they find their work meaningful, and a mere 20% think they're in jobs that are using their

talents" (Miller, 1999,p.235). It is safe to assume that workers who do not find their work
meaningful and are not using their talents, are not living up to their potential in terms of
performance. Amabile and Kramer (2007) reinforce this notion when they state, "Intrinsic
motivation levels predicted performance levels across the board. People were more productive,
committed, and collegial when they were more motivated

-

especially by the satisfactions of the

work itself' (p. 80).
The issue surrounding lack of motivation seems to be an epidemic as of late, simply
because many people are working in jobs only to get by, due to the poor health of the economy.

Rather than search for that one meaningful job, people are merely searching for a job. Although
employers may tend to believe that they have the upper hand in this economy, and, therefore, do
not need to be as diligent as they should at keeping their employers happy and satisfied, Ulrich
and Ulrich (2010) make the following thoughtful statement regarding meaning of work and

performance:
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In addition to inherent value, meaning has market value. Meaningful work solves real
problems, contributes real benefits, and thus adds real value to customers and

investors. Employees who find meaning in their work are more satisfied, more
engaged, and in furn more productive. (p. 3)

Keeping this in mind, setting the stage of your corporation so that employees find meaning

within work is not an act that is all about the employees; it is about the financial welfare of the
organization as a whole, as well. Although some employees are currently settling with their job,
the economy will, in time, mend itself. Once the economy sufficiently improves and the job
market opens, employers risk losing dissatisfied employees. In relation to the idea

of

dissatisfaction, Clifton and Rath (2004) offer this insightful statistic: "According to the U.S.
Department of Labor, the number-one reason people leave theirjobs is because they don't feel
appreciated" (p.

30)

Unsatisfied employees lead to higher turnover rates, and essentially,

decreased organizational performance. One reason employees are unsatisfied or feel

unappreciated is because their efforts are not recognized. According to Rath and Clifton (2004)
"650/0 of Americans reported receiving no recognition

for good work in the past year" (p 39).

That number is inexcusable because to improve that number would require very little effort or

time. This is yet another reason why it is of benefit to both employee and employer to cultivate
work environment that acknowledges, nurfures and encourages growth of talents. Often times,
this benefit can be achieved by the simple act of caring.
According to Rath and Conchie (2008) "People who feel cared about are: more likely to
stay with their organization, have much more engaged customers, are substantially more

productive, produce more profitability for the organtzation" (p. 86). Caring promotes and
stimulates intrinsic motivation, simply because if an employer is truly concerned about their

a
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employees' well-being, they will make certain that the employee's needs are being met,

emotionally, cognitively, financially, etc. Clifton and Rath (2004) clearly spell out the plethora
of benefits of caring by means of recognition and praise, which are the following:

.

Increase their individual productivity

o

Increase engagement among their colleagues

o

Are more likely to stay with their organization

.

Receive higher loyalty and satisfaction scores from customers

.

Have better safety records and fewer accidents on the job (p.28)

In addition to caring, empowerment is an important element that stimulates performance
through intrinsic motivation. The more empowered a person feels or the more autonomy a
person has, the better his or her perforrnance

will be. Seibert and

Snee (2011) conducted a study

that highlighted this concept and concluded, "'Workers who feel empowered by their employers
have higher morale and are more productive, regardless of their industry,

(para.

I

).

job or even culture"

Another interesting point that surfaced in this article is the way that the effects of

empowerment are universal; whether one is the manager of nurses or a manager of marketing
analysts, this concept applies because it reaches across boundaries of all occupations. The act

of

caring and empowerrnent both have something in common: they both have a positive influence
on morale.

Next, is the idea of positivity producing superior performance. Clifton and Rath (2004)
explain, "While most of our negative experiences will not kill us, they can slowly but surely
erode our well-being and productivity" (p. 27). This is an important concept to keep in mind,
because there are organizations and leaders who believe that negative reinforcement is the most

effective way to gain desired results from employees. For example, if an employer threatens to
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take away profit sharing if the fourth quarter goals are not met, it is probable that this tactic may

actually have a negative effect on perforrnance because of the decrease in morale due to a threat
and act of control.

Clifton and Rath (2004) make a somewhat radical statement when they claim, "Where
productivity is concerned, it would be better for organizations if people who are overly negative
stayed home. When they do show up for work, they are counterproductive" (p.
are they counterproductive, but the 22

31). Not only

million workers in the United States who are "extremely

negative or'actively disengaged' are costing our economy between $250 and $300 billion every
year in lost productivity alone" (p. 33). When all of the talk of dissatisfaction and perfoffnance
is translated into actual dollars, it is quite shocking and calls attention to the great need there is

for leaders to conquer this issue pertaining to intrinsic motivation and all that surrounds it.
Negativity is contagious, but so is positivity. Clifton and Rath (2004) state, "9 out of 10 people
say they are more productive when they're around positive people" (p.

46). The beauty in this

idea of positivity is that anyone can be the catalyst that initiates change for the better, whether
one is the manager, CE,O, or in an entry level

position. At a basic level, it requires no training,

funding, or planning. Clifton and Rath (2004) explain, "Managers and employees who actively
spread positive emotions, even in small doses,

that difference can be inexpensive

will

see the difference

immediately. And creating

- or even free. All it takes is a little initiative"

(p. 42). In

order for a leader to effectively take initiative as means to stimulate a greater sense of intrinsic

motivation and elevated performance levels, it is essential that leaders have a well-rounded
understanding of the measures of perforrnance, performance evaluation models, factors that

influence performance, and most importantly the factors that leaders can directly influence.
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Measures of Performance
Having an effective, objective way to rate performance is imperative; should the tool
used to rate performance be flawed, poorly constructed, or not measuring the right factors, it

will

not accurately reflect the true performance levels within an organtzation. For example, Koning
(2004) points out that "in one business Gallup has observed, 95% of all employees exceeded

their managers' expectations" (p. 1). This appears to be ideal, but the problem lies in the fact
that in actuality, the organization was not performing well, so clearly the measure

of

performance was flawed or skewed. There are numerous methods of performance methods to
choose from such as versions of scorecards, perforrnance metrics, Likert-type scales, manager

evaluations, multisource feedback, etc.; therefore, finding the right fit in order to evaluate
performance for one's own organization is a significant task to take on. Furthermore, finding the

right evaluation designed for an environment driven by a strengths-based philosophy is
considerable undertaking, as

a

well. Typically, a performance review consists of an evaluation of

strengths, weaknesses, and areas to improve; but what

if instead the discussion

was centered

around the strengths of an employee and what is the benefit in taking a strengths-based

approach? According to Asplund and Blacksmith (201 I ) "those who received strengths
feedback had rurnover rates that were 14.9o/o lower than for employees who received no
feedback...teams with managers who received strengths feedback showed 12.5% greater

productivity post-intervention than teams with managers who received no feedback"

(p

I ).

Most people who have taken part in a performance review probably do not discuss how to
improve on their strengths, only how to overcome their weaknesses; this focus on weaknesses is
why almost every manager I know dreads the yearly performance reviews. If one thing is agreed
upon, it is the fact that establishing perforrnance measures and making them known is vital to an
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organization's success. Fleming and Asplund (2007) explain, "Without access to objective,,
external feedback on their performance, it seems that people are not good at evaluating it on their

own. They tend to underestimate their own incompetence in different perforrnance settings" (p.
51). Clearly, it is valuable to have the point of view from another when considering one's own
performance, as it aids in providing objectivity. Fleming and Asplund (2007) elaborate and
state,"The same psychological processes that cause people to be ignorant of their own
incompetence prevent them from being able to improve their performance" (p. 57). Being aware

of and identifying weaknesses is essential when leading using a Strengths-Based approach, and

a

performance evaluation will help bring to light some of the areas an employee struggles with, as

well as areas an employee excels at and should strive to improve. Being aware of limitations
enables one to establish how they can best utilize their strengths to work through their
weaknesses,

It seems reasonable to believe that the more one learns about his or her job, the better the
performance will be. Rath and Conchie (2008) suggest that learning is a direct indication of
performance and describe the significance between learning and performance:
When people have the opportunity to learn and grow, they are more engaged, more

productive, and loyal. Look for ways to measure whether people feel their learning needs
are being met, to create individuaLized learning milestones, and to reward achievements

in learning. (p. 200)

If a manager can determine how much

is being learned, that should reflect performance levels as

well.
Rath and Conchie (2008) also suggest that it may be best if performance is measured

differently for different types of people. For example, if a person thrives on competition, the
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best measure of performance may simply be to compare that person's performance to another

employee's perforrnance within the company (p. 137). In addition to this, Rath and Conchie also
say that when working with competition-minded employees, a manager needs to make known
the measures to beat so that everyone has a sense of direction or set of goals (p. 136). Clearly,

vision and goal setting are vital when working with employees who are driven by competition.

Now that it is clear what
based environment,

a performance

review can and should consist of within a strengths-

it is beneficial to examine specific examples of evaluations that may be

beneficial for leaders to implement.

Performance Evaluation Models
As stated previously, there is an infinite number of performance models to choose from,
but the reviews that make the most sense are those that discuss engagement and ask meaningful
questions. According to Fleming and Asplund, *'Engagement predicts performance in key areas

-

including customer engagement, employee retention, sales, and profit

- better than

performance predicts engagement" (p. 155). They also believe that the key to great performance
is very simple: "When human needs are met, the positive emotions that result encourage

employees to look beyond the work in front of them and to care about the overall welfare of the
business" (p. 162). In order to determine if basic human needs are met, one can use the Four
Dimensions of Employee Engagement to evaluate his or her organization. This is a valuable
evaluative tool because engagement is directly linked to performance. Fleming and Asplund

(2008) state that organizations "that meet these conditions of engagement perform at a much
higher level than work units that fail to meet them" (p. 161). It seems that today many managers
are trying to devise complex rubrics that help with performance, but

it

seems

it may be much

more straightforward than that. Fleming and Asplund (2008) describe the simplicity:

5l
Managers can influence employees' most basic needs by setting clear expectations and

providing needed resources. More than this, they can energize their employees by
showing them that they care personally and professionally." (p. 161)

It is disheartening to come to the realization that some managers need to be told or given
permission to care; the act of caring is a nafural human response as relationships (work or
otherwise) build and grow; yet, caring has somehow turned to a taboo act in many organizations.

It is as if machines would be preferred over people. Below, are the Forrr Dimensions of
Employee Engagement, as outlined in Fleming and Asplund's (2008) work:

FOUR DIMENSIONS OF
EMFLOYEE ENGA6EMENT
Among the rnanlr variables that discriminate between hlghh'pruductive w*rkpl*ces and
thos* tlrrt ure rrnprr:dr.rcri're 'ls the qualiry *f the lucal workplirce manflger rnd hi.r* rrr her
abilitl' to nteet a core set of enrployees'emorional requimnre nts" l#'ork units that nreet
th*rc conditions oi engagernent perform a[ a mHch higher levr[ than worlq units that thil to
me*t thcm,

Opportunities to learn and grow
Progress in last six months

GRotfit?

Best f riend

Coworkers committed to quality
Mlssion/Furpoie of company
My opinlons count
E

DO I EELOTITfi?

ncou rages devel opment

Supervisor/5omeone at work (arel
Recognrition last s€ven dayr
Do what I do best every day
Materials and equipment
I know what is expeeted of me at work
(opyright

@

HfHAT EO I GIUE?

WHAT DO I EET?

"lEgl-1998 Gallurp, Inr,

Figure 2. Four Dimensions of Employee Engagement (p. 161)
Using this pyramid to evaluate engagement and performance would fit well within the
Strengths-Based leadership approach simply because it is centered around growth, well-being,
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and incorporating what one does best on a daily basis. This model allows for open discussion,

rather than one-way feedback (from manager to employee) and would aid in highlighting areas
that need improvement and would help spark the necessary dialog to create somewhat simple
solutions for performance issues. This is a model that must be revisited regularly. People
change, the business climate changes, with time, things change, therefore, the key to any good

performance evaluation is to revisit it multiple times throughout the year. Fleming and Asplund

(2007) explain, "Without constant, objective feedback about their performance, it's likely that
employees will wander off track" (p. 57).
The next means to gauge performance was created by Gallup and is known as the Q r2 survey.

After much research and testing, Gallup found the top twelve questions that reflect engagement
levels, and thus, performance. Respondents rank each question on the Q
1

'' o, a scale from 1-5,

representing week agreement and 5 representing strong agreement. Having a quantifiable scale

is important, because according to Koning (200a), "Using a measurement-based performance
appraisal process is the most objective approach to evaluating employees" (p.

l)

Determining

the level of engagement is crucial to an organization's success. Gallup (201l) found the

following statistics:

t

In world-class otgantzations, the ratio of engaged to actively disengaged employees is
9.57:1.

.

In average organizations, the ratio of engaged to actively disengaged employees is 1.83:1.
The disparrty between world-class organizations and average organizations is staggering.

There are numerous serious detriments to having disengaged employees, which Gallup (2011)
outlines:
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Actively disengaged employees erode an organization's bottom line while breaking the
spirits of colleagues in the process. Within the U.S. workforce, Gallup estimates this cost
to be more than $300 billion in lost productivity alone. In stark contrast, world-class
organizations with an engagement ratio near B:1 have built a sustainable model using our
approach. As organizations move toward this benchmark, they greatly reduce the
negative impact of actively disengaged employees while unleashing the organization's

potential for rapid growth.
According to Fleming and Asplund (2007), the q,, "consistently and reliably discriminated topperforming workgroups from their poorer-performing peers" (p. 163). Fleming and Asplund also
point out that the survey reflects engagement that results in "improved business outcomes
including increased levels of productivity, profitability, and employee retention" (p. 163).
Again, the

Q

" is not a survey to be taken once and forgotten about. It is a survey from which

valuable information is derived, can be analyzed, discussed, and then a plan of action inevitably
ensues. The term "action" may translate into employee training, manager training, providing
greater access to resources, restructuring ofjob duties, etc. Below are the questions that
comprise Gallup's q,,survey according to Harter, Schmidt, Killham, and Agrawal (2009):
The Q' 2 lndex
I

) Do you know what is expected of you at work?

2) Do you have the materials and equipment to do your work right?
3) At work, do you have the opporfunity to do what you do best every day?

4) In the last seven days, have you received recognition or praise for doing good work?
5) Does your supervisor, or someone at work, seem to care about you as a person?

6) ts there someone at work who encourages your development?
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7) At work, do your opinions seem to count?
8) Does the mission/purpose of your company make you feel your

job is important?

9) Are your associates (fellow employees) committed to doing quality work?
10) Do you have a best friend at work?
I I ) In the last six months, has someone at work talked to you about your progress?

l2) In the last

year, have you had opportunities to learn and grow?

Again, these questions go beyond simply assigning a number to an employee's competency. The
questions delve deep into the root of issues, assist in creating comfortable dialog, provide a

meaningful way to gauge performance, and set the stage for action and change.
The next way to measure performance which would be suitable for a strengths-based
environment is from Biswas-Diener and Garcea (n.d). who provide suggestions regarding

facilitating a strengths-based review which is comparatively unique. The first step is for the
manager to get feedback from the target employee's colleagues regarding when the target

employee achieved the most or executed most successfully. Right from the beginning, this
method of performance evaluation creates a greater sense of team or family, a feeling

of

cohesiveness, a greater awareness of co-workers, and does not allow for fixation on the self or

competition. Next,, the manager meets with the target employee and this is when Biswas-Diener
and Garcea (n.d.) suggest posing the following questions:
1. When have you been/not been at

your best over the last three months?

2. What have you discovered about yourself in the last three months?
3. What things are you going to find

difficult in the next three months?

4. How can you plan to use your strengths to address these difficulties?
5. which strengths will you align to deliver your goals? (p.z)
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The questions need not be limited to those above, but the five listed create a strong core. It is
evident that the questions focus on moving forward, on strengths, reflection, and finally the

future, The questions are open-ended, and most likely, the target employee will be doing the
majority of the talking, as opposed to a traditional review, where the manager speaks at the
employee, allowing limited room for dialog. Biswas-Diener and Garcea (n.d.) make certain to

clarify that this is not just a fluffy, feel-good way of conducting a performance review; they state,
"they are still organisation centered... [and] should be focused on business outcomes" (p. 2).
They also stress that an employee can use his or her strengths as long as goals are being met.
The perforrnance review serves as a vessel through which the manager shares his or her vision
and desired goals, and together the manager and the employee can brainstorm strengths-based
strategies to meet the goals. Biswas-Diener and Garcea (n.d.) state that "The end result is a

genuine win-win, with higher employee engagement (a win for the employee) and higher

productivity (a win for the business)" (p. 2).
Another important point to highlight is that this type of performance review does not
intend for weaknesses to be ignored. The focus is on strengths; however, weaknesses must be
addressed, but framed in a manner in which strengths are looked at to overcome the weaknesses.

If overcoming the weaknesses with

strengths is not a viable solution, then the problem shifts to a

team oriented solution: find someone within the team who possesses strengths that are another's
weakness.

Similar to the Q"lndex, performance is not measured solely in terms of numbers, but
more so in terms of qualitative results that stem from open communication, brainstorming, and

self-reflection. What it results in is a greater sense of self-efficacy, freedom to be unique, and
improved performance that happens organically.
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Regardless of which technique is best suited fbr any given company, Fleming and

Asplund (2007) sum up the purpose nicely: "A strengths-based perforrnance review will make it
much clearer what the organtzation means by 'success'

-

and whether the employee is

succeeding...[and] should help managers understand how to motivate individual employees to
do their best" (p. 260). tt is quite simple: when employees are supported by the leaders of the
otgantzation and perform their best, the organization as a whole will follow suit. Now that a few

different examples of perforrnance reviews have been estabtished, it is of benefit to examine
performance on a micro level and determine the individual factors that influence performance.

The Factors That Influence Performance
As was discussed in the introduction of this work, the mental processing of every day

work events affect performance; thus, environment is a key factor that influences performance
and is an element that managers need to be cognizant

of. Amabile

and Kramer (2007)

state,"These perceptions and emotions were intertwining to affect your work motivation from

moment to moment

-

with consequences for your performance that day" (p. 74). It is because of

this, that it is so vital to foster an environment that is warrn, open, and people centered, yet

driven, focused, and professional; a work environment that is conducive to these factors will
establish better grounds for breeding superior perforrnance. Stajkovic and Luthans ( 1998) state

"the work environment should be free from undesirable factors such as physical distractions that
may cause either digression in information processing, behavioral acts, or both" (p. 255).

If

there are distractions, this can contribute to stress and suffering perforrnance. It is up to the
leaders to be cognizant of what is really going on within their organization.

Amabile and Kramer (2007) state, "Intrinsic motivation levels predicted perfoffnance
levels across the board. People were more productive, committed, and collegial when they were
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more motivated

- especially

by the satisfactions of the work itself ' (p. 80). If a manager

understands the strengths of an employee, they

will

also understand what intrinsically motivates

that employee, and will be able to help that employee make the most out of each duy,
performance speaking. Intrinsic motivation and self-efficacy often go hand in hand, self-efficacy
being the next factor that influences performance.

Stajkovic and Luthans (1998) have completed substantial research relating to efficacy
and work-related performance and state, "Self-efficacy was found to be positively and strongly

related to work-related performance" (p. 255). Allowing room for personal growth and
achievement without micromanaging is an art to be mastered by all leaders. Once this is
mastered, the employee should be more productive than ever. In comparison to other variables,

self-efficacy proved to be one of the most influential factors when it comes to bettering
performance: Stajkovic and Luthans (1998) found a28oh increase in performance due to self-

effrcacy (p.252). Employees value a sense of ownership when it comes to theirjob, and that is
reflected in their performance. Also, it seems intuitive that the more ownership one has over his
or her job, the greater freedom there is to tailor the job duties to his or her strengths. Besides

self-efficacy, there are many other factors that contribute to performance that leaders must
support if aiming for a strengths-based environment.

The Factors That Leaders Can Directly Influence
According to Brim and Asplund (2009),

"lf

chances of being actively disengaged at work are

your manager focuses on your strengths, your

only I in 100" (p. I ). Those numbers

are

staggering. It means that managers are imperative to facilitating engagement in the workplace.
The problem resides in the fact that many managers think they understand what drives their
employees' perforrnance, but they acfually hold gross misconceptions about what motivates the
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majority of people. According to Amabile and Kramer (2007), "The key levers in your hands for
driving motivation and performance may not be the ones you'd suspect"

(p.7il.

What they are

insinuating is that extrinsically motivating by offering bigger bonuses or increases in pay is not
necessarily the answer to long-term perforrnance improvement. A good strategy to maintain
continued engagement is the manner in which the perforrnance reviews are conducted; that starts

with choosing

a performance

review that has proven success. Entering into the performance

reviews, the manager should already be very familiar with employees' strengths and weaknesses,

in order to best assist with their future plans and goals. Rath and Conchie (2008) explain that

a

leader should "Show people their capacity for peak performance based on their natural abilities"

(p. 136),
In order to become more familiar and keep employees on track, meetings should be set on
a quarterly basis (more often should time

allow), instead of annually. The next key is to have

continued communication, regardless of what review type is chosen. Amidst the more structured
meetings, touch base on a more casual level by sending an email or dropping by an employee's

office to see how things are going. If reviews and continued dialog become a regular occurrence,
nothing should ever come as a surprise in these meetings. In regard to the Q12 questions and
continued dialog, Asplund and Blacksmith state, "Leaders must understand the 12 elements and
apply them to every worker every day" (p. 1). Through this continued dialog, the goals
established can be discussed, revised, or even eliminated if need be. Regardless, it is important

to constantly have the individual as well as the or1antzation's goals in mind. Amabile and
Kramer (2007) explain, "When goals are not articulated clearly, work proceeds in wrong
directions and performance suffers. Less directly the frustration of spinning one's wheels sours
inner work life, leading to lower motivation" (p. 82).
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In addition to these items, the manager should always keep looking toward the future and
make known what can be done now. According to Rath and Conchie (2008) forward thinking is
key: "69yo of those who felt 'enthusiastic about the fufure' were engaged in their jobs, compared

to a mere lo/o of employees who disagreed with the statement" (p. B9). It is futile to devote too
much time to discussing what went wrong, why it went wrong, and what could have been.
Instead, simply think of what can be done in the future to produce the desired outcome. BiswasDiener and Garcea (n.d.) explain that, "strengths-based performance meetings, by contrast, are

future focused and present learning that can be assimilated and used immediately"

(p

1). The

leader must have vision and understand the inner-workings of his or her employee in order to

successfully carry out that vision. Pink (2009) sums it up nicely and explains the job of a
manger simply:

"lt's about creating conditions for people to do their best work" (p. 86).

Performance changes resulting from intrinsic motivation and strengths-based
leadership
First, it is important to examine what does not work when attempting to boost motivation
using strengths-based leadership as a means to improve perforrnance. Pink (2009) makes as
astute observation regarding what is wrong with today's organizations:

The problem is that most businesses haven't caught up to this new understanding of what
motivates us...Too many organtzations...still operate from assumptions about human

potential and individual performance that are outdated, unexamined, and rooted more in

folklore than in science. They continue to pursue practices such as short-term incentive
plans and pay-for-perforrnance schemes in the face of mounting evidence that such
measures usually don't work and often do harm.

(p

9)
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Unforfunately, there is still an overemphasis paid to bonuses and compensation packages when it
comes to motivating. When bonuses or other extrinsic motivational tools are being used, the

importance of utilizing strengths as a means to achieve is limited, and intrinsic motivation and, in

tum, performance are diminished. As stated previously, extrinsic motivational tools work
temporarily, may be a good short-term solution, and can possibly work when used in conjunction

with other motivational techniques; but, when searching for a solution that will produce lasting
change and enduring superior performance, one must rely on the strengths of the

individual. To

put it simply, the perforrnance change resulting from extrinsic factors will be only a blip on the
radar.

Examining further what does not work, Herzberg
seek more hours of work, not fewer...spiraling wages

( 1 96811987)

claims, "Motivated people

will not motivate people, only

demotivate...fringe benefits are no longer rewards; they are rights..." (p. I 10). In other words,
scare tactics such as the threat of being out of

a

job or decreasing pay does not jolt an employee

into a state of increased motivation; rather, it decreases their drive and will to do well and make
positive contribution. Undesirable perforrnance changes result from the threat of removing
extrinsic motivational factors and excluding attention paid to strengths.

Finally, according to Herzberg(1968/1987) another problem that exists is that, "In
attempting to enrich certain jobs, management often reduces the personal contribution

of

employees rather than giving them opportunities for growth" (p. 114). Therefore, strengths are

utilized even less frequently, and the job becomes further removed from the individual. This
under emphasis on strengths and intrinsic motivation, just as in the previous examples, results in

de-motivation and poorer performance. It is apparent what does not improve perforrnance or
actually lessens performance, but is it as easy to identify that which improves performance?

a
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Davenport, Harris, and Shapiro (2010) sum up the importance of the utilization

of

performance, strengths, and motivations by stating, "Future organizational performance is

inextricably linked to the capabilities and motivations of a company's people" (p. 58). If you

find people with the right capabilities or strengths and figure out how to motivate those people,
performance changes will be positive and the company's future bright.
Further, the use of positive psychology through strengths-based leadership

will

lead to

better performance. According to Amabile and Kramer (2007), "People perform better when

their workday experiences include more positive emotions, stronger intrinsic motivation" (p.17).
Fleming and Asplud (2007) echo this idea and state, "Performance is also dependent on
motivation and experience" (p. 263). It is interesting that they pick out "experience" as a factor
that influences performance. One can surrnise that with experience, comes an awareness of self,

of strengths and weaknesses,, and how to best utilize that knowledge to gain desired results. With
the right support system of leaders and colleagues, that experience

will

be that much more

valuable and rich.
The importance of determining how certain factors influence performance is becoming
more than just an abstract idea; measuring performance and engagement is now down to a

science. According to Davenport et al. (2010), "Leading-edge companies are increasingly
adopting sophisticated methods of analyzing employee data to enhance their competitive
advantage. Google, Best Bry, Sysco, and others are beginning to understand exactly how to
ensure the highest productivity, engagement, and retention of top talent" (p.

5a). Davenport

et

al. (2010) continue and state the way that some companies can even "precisely identify the value

of a 0.10lo increase in engagement among employees at a particular store. At Best Buy, for
example, that value is more than $100,000 in the store's annual operating income" (p. 54).
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Regardless

if you call it engagement, motivation, drive,

etc., the

will to work and to do a quality

job that comes from within is crucial to a company's performance, financially and otherwise.
Another example of fulfilted employees leading to better performance comes from Sysco,
a leading food service company. According to Davenport et al. (2010), "Sysco's analysis

revealed that operating units with highly satisfied employees have higher revenues, lower costs,
greater employee retention, and superior customer loyalty" (p.

56). Sysco

achieves this great

feat by diligently implementing assessments. Davenport et al. (2010) explain that "sysco tracks
the group's satisfaction scores...it institutes immediate improvements to get them back on track.

By retaining this key talent, Sysco saved nearly $50 million in hiring and training costs for new
associates" (p. 56). By doing this, not only is Sysco keeping their employees happy, but they are
also saving millions of dollars.

Finally, according to Seibert and Snee (201 I ) "empowered workers are better, more
productive workers" (par. 1). The term empowerment indicates there is a sense of self-efficacy,
autonomy, and suggests that, when workers are given the tools and support they need to best
succeed, this naturally leads to increased intrinsic
strengths-based leadership, empowerrnent

will

motivation. Under an environment driven by

happen, and according to Seibert and Snee

(201l), will lead to more productive, or better performing, workers.
The IN-MOST Model

lntegrating Performance, Motivation, and Strengths

After examining various works, it is evident that performance, motivation,
and strengths are inextricably linked; however, the real challenge lies in how to best

incorporate knowledge of all three of these concepts into a simple yet effective
approach to leadership. It is relatively easy to determine what should be changed,
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but forming a plan of action to help leaders put their knowledge in motion is the true challenge.
Using all information reviewed, I will articulate a model and recommend a plan of action that is
best suited to improve performance by increasing motivation through the application

of

Strengths- Based Leadership.

It should be mentioned that a prerequisite step to take before beginning this process, is
that a manager or leader should first reflect on the wages or salaries his or her employees

currently receive. Are they earning an amount that is fair compared to that of their colleagues in
similar positions? Are they earning an amount that is fair compared to others outside of the
company in a similar line of work? This is essential to seriously consider before attempting a
strengths-based leadership approach because Pink states,
adequate or equitable, her focus

will

"If

someone's baseline rewards aren't

be on the unfairness of her situation and the anxiety of her

circumstance. You'11 neither get the predictability of extrinsic motivation nor the weirdness of
intrinsic motivation" (p. 35). In sum, taking the steps below will be fruitless if your employees
are not paid well and paid

fairly. Once one determines his or her employees are, indeed, paid

fatly, they can proceed with IN-MOST.
Clifton, Anderson, and Schreiner (2001) have a clear-cut three-part process that I will
as

use

my framework for implementing the process of IN-MOST which is: Discover, Development,

Application (p. l1); however, instead of "Application" I will use the term "Assessment" and add
Rejuvenate and Begin Again as the final step. This is a cyclical process designed to allow and
encourage continual reflection,

flexibility, growth and improvement.
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Figure 3. IN-MOST Model
Discover

A leader cannot successfully apply the steps of IN-MOST without first beginning a
process of discovery. Before a leader initiates any changes,

it is essential that they become

thoroughly familiar with the territory and personalities they seek to influence. In this step, it is
equally important to gain not only an awareness of self, but also an awareness of others; this

6s

involves becoming cognizant of the strengths possessed by oneself and those being lead, as well
as the role that intrinsic motivation plays

within this realm. The process of discovery can be

supported by the use of the Clifton Strengths-Finder.

Awareness of Self
Having an awareness of self is the first step in the process of implementing IN-MOST
because according to Clifton et al. (2001) one's awareness of self,, "determines the lens through

which we view others and the world as a whole" (p. 75). tf a teader does not understand him or
herself, they

will not understand the world around them. Further, if a leader

does not possess an

understanding of self, the leader will have no bearing on what intrinsically motivates him or her.

This understanding of self helps paves the way for a leader's vision and aids in creating

a

mission. The leader must determine which strengths they possess that are best suited to help
others recognize what they are intrinsically motivated by and what their strengths are. The start

of the path to greater performance in the workplace is the leaders. The effort put forth to
recognize strengths is vital because, according to Clifton et al. (2001), "Many people are blind to

their own greatest talents" (p. 21). The purpose of discovery is to remove that blindfold and

truly start seeing what makes you (or another) successful. tt is best to use a variety of means to
gauge strengths of an individual, to attain the most well-rounded picfure possible. For instance, a
leader may want to begin with self-reflection or perhaps they

will want to ask others to evaluate

their strengths.

A key point to make is that the focus is on the strengths you

possess, not the strengths

you wish you had. According to Clifton et al. (2001), "Too often the focus is on who you aren't
rather than on who you are" (p. 75). The best way to perform at your best is to utilize your best

strengths. Once you have a true grasp of who you are as a leader and where you excel, you can
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begin to examine the world, and people around you through a clearer lens. A leader will

certainly benefit from taking the Clifton Strengths-Finder, whtch provides a more structured
approach to evaluating one's strengths. Developed by Donald Clifton,

it is an in-depth

assessment that helps a person take on the challenge of discovering his or her top

and how those strengths

five strengths

fit into the four domains of leadership: executing, influencing,

relationship-building, and strategic thinking (Rath & Conchie, 2008). For example, ffiy top five
themes or strengths are: Responsibility, Empathy, Developer, Harmony, and

tnput. Having

knowledge of those themes, I can better understand how I can most easily and effectively
influence others in a positive manner. In order to reach others as well as find a position that is
best suited for myself, I should capitalize on the fact that my strengths primarily lie in the

"Relationship Building" leadership domain (i.e., Empathy, Developer, and Harmony). What the
Strengths-Finder revealed about my strengths and leadership style makes complete sense and is
not quite a revelation; however, the results are presented in a way that is meaningful, concise,
and directly relevant to my work and how

it affects others. Thus, I can more easily take the

necessary steps to utilize my strengths in an effective manner.

A person cannot make adequate

changes unless they discover what needs changing as well as having an understanding of the

factors that

will influence the change.

The Strengths-Finder is a wonderful resource that can

serve as the catalyst to make that change happen.

Awareness of Others/What Intrinsically Motivates?
Gaining an introspective view of oneself should be relatively easy (especially with the
help of the Strengths-Finder) and even enjoyable, but getting to know others on the same level
seems a daunting

task. How can one possibly know what is going through the minds of those

whom they [ead, what their needs are, what their goals are, and what drives them from within?
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Now comes the time when much observation and reflection is invaluable. A leader must think
about times when those they lead performed at their best or they must begin taking notes
regarding the patterns of behavior exhibited by those they lead. The leader can reflect on what
strengths that person was using when he or she shined. According to Clifton, et al. (2001),

"Innovation and excellence are the natural results of helping people experience intrinsic

motivation" (p. 49). In other words, if a leader can pinpoint when
best, they

will

the future it

a person is

also be able to pinpoint what they are intrinsically motivated

will

performing at their

by. Knowing this, in

be easier to facilitate a work environment that best suits his or her strengths;

thus having a positive effect on perforrnance.

A second, more direct, option would be to ask all employees to take the Strengths-Finder
or some other evaluative tool that helps determine where each person's gifts

lie. This may be the

more efficient route; however, as was stated previously, it is best to use a variety of evaluative
tools to most accurately gauge and understand where a person's true strengths

lie. In addition to

taking the Strengths-Finder, srmply talking to your employees, showing interest in them and

theirjob, and forming a meaningful relationship will nafurally tead you to discovering what
drives them. The Clifton Strengths-Finder is a one-time evaluative tool, but building
relationships is something that can be worked on every day, which will allow for long-term

growth and understanding and allow greater insight to make changes when necessary. Clifton et
al. (2001) explain, "Relationships are living, growing organisms. They require active nurturing
to thrive, and they can die from neglect" (p. g3).
The more a leader learns about each person, the more the leader understands how he or
she

fits into the puzzle and how to maximize their strengths in the workplace. Once one begins

to recognize these strengths, it is essential to reinforce the value of each strength by
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communication and the use of positive psychology; this will breed higher achievers and better
performance. As Rath and Clifton (2004) state, "Each of us has an invisible bucket. It is
constantly emptied or filled, depending on what others say or do to us" (p. 15). It is a leader's

job to keep that bucket full in order to gain desired results and retain satisfied employees.
Development

After one gains a greater understanding of his or her own strengths, as well as the
strengths of others, the next step is using that knowledge as a platform for action through the
process of development.

A leader can successfully develop employees into people who

are more

productive and harmonious through the use of positive reinforcement as well as the elimination
of negativity; as a result, a more productive and harmonious organization is created. Both,
positive reinforcement and elimination of negativity, are simple, effective, and inexpensive
solutions to help stimulate superior productivity and enhanced intrinsic motivation.

Positive Reinforcement
Knowing the strengths of others, you must encourage the use of the strengths and
reinforce the value of those strengths through positivity and individuahzation Contrary to what
some may believe, the use of positive reinforcement is a superior tool compared to using external

motivators. Positivity may seem too much of an elementary concept; however, according to
Rath and Clifton (2004) "Praise is rare in most workplaces" (p. 39). tn the absence of praise and

positivity, there lies a gaping black hole in the organization, into which all motivation, creativity,
and productivity is sucked.

According to Kohn (1993) it is important to "Convince managers to stop manipulating
employees with rewards and punishments and to stop pushing money into their faces" (p. 49).

Through the first step, Discover, you delve into discovering the strengths of others. Once you
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are aware of the strengths of others, you must use that knowledge to help "them see the positive

contributions they are making as they use their talents productively" (Clifton, et al., 2001, p.

224). The fact that you are aware and acknowledge these strengths as assets to the company
speaks volumes, and is a great motivational tool to further stimulate

productivity. Further, if you

are able to help individuals see their talent in a new light, that may also aid in stimulating

intrinsic motivation and productivity. Again, after you take note of an individual's strengths or
talents, sit down with them and discuss what you observed. Ask if they have anything to add to

your observations. The act of reinforcing or confirming a person's gifts as essential to a
company is extremely beneficial, because they, too, will begin to see their strengths as needed
and appreciated facets that help keep the company successful. According to Clifton, et al.

(2001), "Perception of talent plays an extremely influential role in a person's motivation to
achieve" (p. 231). It is simple: when greater awareness is called to one's strengths, increased

motivation and success will follow. The increased motivation and success will further refine the
strengths. This, too, is a cyclical process of development.
Continuing the discussion about positiviry, according to Rath and Clifton (2004)
"Increasing positive emotions could lengthen life span by 10 years" (p. 60). Knowing this,
imagine what positivity can do for an organization. There are countless factors that positive
emotions effect. Below are some of the effects that positivity has on organizations according to
Rath and Clifton (2004):

Positive emotions:

.

Protect us from, and can undo the effects of, negative emotions

r

Fuel resilience and can transform people

.

Broaden your thinking, encouraging us to discover new lines of thought or action

o

Break down racial barriers
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.

Build durable physical, intellecfual, social and psychological resources that can
function as 'reserves' during trying times

o

Product optimal functioning in organizations and individuals

.

Improve the overall perfonnance of a group (when leaders express more positive
emotions) (p. a9)

Reviewing the bullets above, it is clear that the utilization of positivity goes far beyond simply
making people feel good. It serves as a shield from negativity, it changes people for the better
and serves as the fuel employees need to keep going,

it stimulates creative thinking, and, in

general, improves performance. The spreading of positivity is surely a useful tactic to further
develop employees as well as the organization as a whole, Rath and Clifton (2004) sum it up

nicely when they state, "Organizational leaders who share positive emotions have workgroups

with

a more

positive mood, enhanced job satisfaction, greater engagement, and improved group

performance" (p. 28)

It is important to note that positivity does not stop with the managers or leaders. In
addition to managerial or leader support, it is vital that the leaders encourage the employees to
take note of and acknowledge their colleagues strengths and contributions. According to Seibert

and Snee (201 I ) socio-political support is essential, so managers must 'omake their employees

feel like a valued part of the organization, and encourage employees to recognize each other's
importance" (p. l),

Elimination of Negativity
The next key idea to development is having an awareness of a negative presence and the

ability to do something about

it.

Unfortunately, according to Rath and Clifton (2004), "It's

possible forjust one or two people to poison an entire workplace" (p. 37). If it is your goal to
produce the most productive and driven team or organization possible, then a decision needs to
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be made regarding the "poisonous" employees. They pose a risk to the development of the entire

company; therefore, their attitude and actions either need to be addressed and changed, or they
need to be eliminated from the equation all together. Employees filled with negativity

will only

cause a hindrance to the development of the strengths and talents of others. According to Rath
and Clifton (2004) there is a magic ratio in terms of how many positive interactions one must
have to offset a single negative interaction which is "5 positive interactions for every

I negative

interaction" (p. 56). This goes to show that even a couple toxic employees have the potential to
erase or undo much

positivity, and the elimination of them or their behavior is absolutely

essential.

Through positivity, as well as the elimination of negativity, employees and the
organization as a whole can develop into entities that are capable of being effectively managed

within a strengths-based environment, thus bringing us to the final step of Application. How
does a leader catapult this development of positivity and encouragement of intrinsic motivation

into a true strengths-based environment as a means to ensure maximum performance?
Assessment

After developing a strong foundation through positivity from which an organization can
most efficiently function, assessment is an essential vessel from which a leader can further

reinforce the Strengths-Based approach. As a brief reminder regarding why a Strengths-Based
approach is so valuable, Rath and Conchie (2008) state, "strengths-based programs boost an

organization's overall engagement and productivity" (p.
Researchers found greater

l5).

Pink (2009) states:

job satisfaction among employees whose bosses offer

"autonomy support". These bosses saw issues from the employee's point of view, gave
meaningful feedback and information, provided ample choice over what to do and how to
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do it, and encouraged employees to take on new projects. The resulting enhancement in

job satisfaction, in furn, led to higher performance on the job"" (p. 91)

All of these steps (autonomy support,

seeing issues through the lens of the employee, giving

choice, encouraging new undertakings) should not only be done during a formal assessment, but
also during any other step through the IN-MOST process.

It is important to note that although the Strengths-Based approach focuses on strengths, a
blind eye should not be turned completely on areas of weakness. According to Rath and Clifton
(2004), "There are times when it's absolutely necessary to correct our mistakes and figure out
how to manage your weaknesses" (p. 57). The key is to understand the weaknesses and then
pinpoint how to manage them better by utilizing strengths. Further, despite what many
opponents of strengths-based leadership like to claim, although the strengths-based approach
focuses on strengths, there is

still continual development, growth and learning that occurs.

Strengths-based development is a dynamic process, far from the stagnant position that its critics,
such as White (2009), would have you believe.

Individualize Your Thinking and Actions
First, a Strengths-Based assessment is effective because, if done right, it is individualized.

lf it is not individualized,

then it is not a true strengths-based assessment. lndividualization

shows that a leader or manager truly understands and cares about his or her employees. To make
an assessment more individualized, a more open-ended conversation or back-and-forth dialog

may facilitate this. As outlined previously, there are a variety of performance evaluation models,
and a leader may want to take advantage of these. Do not be under the impression that just one

evaluation model must be used. You can use a variety of evaluative tools to examine each
employee, or, perhaps you want to choose a model based on the specific person you are
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evaluating. The key, again, is individualization" According to Rath and Clifton (2004) "Ir{ot
only is individualized bucket filling more effective in boosting productivity in the workplace, it
builds sustainable relationships and changes people's lives forever" (p. B4). Do what you think

will

be most beneficial for each

individual. Regardless of the method you choose, the outcome

should be the same for each person. There should be a clear, mutual understanding of what his
or her strengths are, how the strengths have served them well in the past, how they can best

utilize their strengths within theirjob going forward, and which areas need refining and how to
use his or her strengths in order to facilitate the refinement. Rath and Clifton (2004) agree, and
state,

"You must have specific, actionable plans to transform good intentions into reality" (p 85).

Further, it is important to take note of how the individual is improving. tf the manager has been
observing the employee appropriately (having an awareness of others) they should be making
mental notes of even the slightest improvements. There is nothing quick or easy about strengthsbased development or leadership; therefore,

it is those small accomplishments that will amount

to much more in the end.

Eliminate Limitations
Having assessments only once a year is setting the stage for failure, as a manager and an
employee. Do not limit yourself or your employees to administering assessments only once or

twice ayear. Set up meetings on a more regular basis (once or twice every couple months), or
even have an imprompru assessment

if the need arises. The more often

assessments are

completed, the more open the lines of communication will be, which allows a platform for
continuous strengths development. There will be a greater level of understanding, unambiguous
expectations and little room for surprise.
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Examine the Big Picture
Encourage employees to take a step back every once in a while in order to capture more

in their viewpoint. Pink suggests, "Make sure you understand how every aspect of your work
relates to your larger purpose" (p. 157). In addition to discussing strengths of the individual, a
leader should bring to light the strengths of the team, and how each particular individual fits into
the puzzle that makes them successful. Think about ways team members can use each other for

support, or perhaps ways to divide and conquer differently based on each individual's strengths.

You may even want to meet as a team to have a group assessment. This will help form
cohesiveness among the group as well as a greater appreciation and awareness for one another's

strengths. It can serve as a brainstorming session that will bring to light ways employees can use
one another to catapult

off one another to reach the end goal or help make their vision

a reality.

Rejuvenate and Begin Again
Rejuvenate and Begin Again can be considered the "springtime" of IN-MOST because
although it is the last step in the I}{-MOST process, it is also a new beginning. A fresh start and
renewed sense of purpose will be possible in this step

if

the prior steps are adequately followed.

In this final step, the leader should take the insight gained from Assessment and use that
knowledge as a spring board from which to co-develop the employee's next big undertaking.
The leader must consider the employee's strengths, and then put those strengths to the test by
posing a challenge that

will

encourage the employee to grow, thus, keeping the employee

engaged, motivated, productive and eager for

more. If the same tasks that have previously

mastered are the only assignments appointed, the

initial

steps

been

of IN-MOST are done in vain, and

the employee's well-being, as well as the organization's well-being,

will inevitably suffer.
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Provide Opportunities for Employee Enrichment
By this point, the individual should feel a strong sense of purpose, direction, and clarity
regarding their job and their strengths. According to Seibert and Snee (201 I ) it is essential that
"managers encourage training and provide individual workers with challenging work
assignments" (p.

l). Offering

training or challenging assignments should be included after it is

determined what the employee is doing well and what they might be missing. Assessment
should simply further reinforce the value of strengths, ignite motivation as well as the desire to

perform well and serve as the platform to enable one to begin again. Seibert and Snee (20 t I )
also point out that "a manager who inspires, provides strong feedback and is a good role model
enhances workers' feelings of competence and helps employees find meaning in their

l). If enrichment

work" (p.

projects such as additional training or more meaningful and challenging

assignments are planned and implemented during this fourth step, then a person has done his or
her

job

as a leader and a fresh start through renewed inspiration

witl be possible.

Maintain Forward Momentum
Once the inspiration has been renewed through a new challenge the employee and leader

should ride that wave and maintain forward momenfum. The employee's new tasks and

direction are determined; however, a leader's job is not over. It is important to remember there
is never an idle moment when leading; nor is there an idle moment during the process of IN-

MOST. This is the point when many leaders tend to stand still but it is also the point when good
leaders think about how to maintain the feelings of curiosity,

will to succeed and pursuit to

accomplish, which are all innate characteristics (but, unfortunately, sometimes buried by plain
apathy or extrinsic factors). The definition of "rejuvenate" spells out the idea of revisiting those

in-born feelings: "To restore to a former state; make fresh or new again." To enable
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rejuvenation, Discovery must happen all over again, which leads to Development, Assessment,
and finally back to Regroup and Rejuvenate. The new challenge posed by the leader should

automatically bring the leader and the employee right back (or forward depending on how you
look at it) to the stage of Discovery. Keep in mind that a leader may find that they have to
backtrack in the process. They may find themselves in the Development stage and reali ze that
more Discovery is necessary in order to proceed with further Development. A leader may even
feel as if he or she is at a stand-still or alternately a brief period of chaos but in reality that may
be necessary in order to continue to move

forward. If anything is certain, it is the fact that

individuals and organizations alike are continual works in progress. Both go through life-cycles
and these cycles are kept alive by rejuvenation. IN-MOST is the cycle that

will allow for

perpetual growth.

Conclusion
How does a leader create a workplace environment as close to ideal as possible? Kohn
(1993) has a simple answer: "Pay people well and fairly, then do everything possible to help
them forget about money" (p. a9). The bottom line: money is important, but is not the answer to

long-term change, success, employee retention, and superior performance. The fuel
organtzations burn originates from the hearts and minds of employees and not from the flat
screen television or the cruise they were able to purchase with their incentive money; therefore,

the investment must be made in taking the time to nurfure the individual, rather than investing in

material (short-liv ed) things you can dangle in front of their noses from time to time. Extrinsic
rewards are simply not enough to endure the test of time. The answer is found within the unique
marriage between intrinsic motivation and strengths-based leadership; IN-MOST. Through

micro-examining the three distinct topics of intrinsic motivation, strengths-based leadership, and

7l
perfonnance, it is clear that they are all acfually more alike and related, than independent

concepts. If your goal as a leader is to achieve the highest performance possible, it is crucial to
practice strengths-based leadership while simultaneously possessing the knowledge of and

applying the theory of intrinsic motivation. Clifton et al" (2001) boil down the relationship
between strengths and motivations when they explain, "The pleasurable experience of using
those talents seems to reach some of your deepest motivations. When you are using your most

natural talents, you seem to become more fully alive" (p. 16). As a leader, you must discover

what your talents are, recognize how to use them on the job, practice refining the talents, find
ways to overcome your weaknesses through your talents, and then it is your duty to guide your
employees to do the same through the three-step process of discovery, development, and
assessment.

Not only does strengths-based leadership develop higher performing workers, but it also
helps develop an organizationwhere you truly feel a sense of belonging, and purpose. It
develops self, and helps contribute to the meaning of life that is so crucial to happiness and well-

being. Being in the United

States where we do not simply

work our job, we are our job and find

our identity through our job, this aspect of meaning is invaluable. According to Rath and Clifton
(2004) "Positive reinforcement about our strengths can buffer us against getting overwhelmed

with the negative. And understanding what we do best allows us not only to survive, but grow,
in the face of adversity" (p.17).
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